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THE CERTIFICATION OF TRAINING AND DEVELOPMENT PROFESSIONALS:
EMPLOYERS’ PERCEPTION OF PROBLEM PRF,VALENCE
AND CERTIFICATION'S EFFICACY

Susan Lynn Atchison-Day, Ed.D.
Western Michigan University, 1987

The certification of training and development (HRD) profes
sionals is under consideration by professional training associations.
Certification programs can be advantageous; however, they are also
costly and present potentially undesirable side effects.

Therefore,

verifying the worth of a certification program is a logical pre
requisite to design and implementation.

The purpose of this study

was to investigate the problems for which intervention, through a
certification program, might be needed and the ability of certifica
tion to meet the need.
This study gathered data to determine whether companies:
(a)

had experienced common problems for which certification might be

a solution, (b) viewed certification as an effective solution to
these problems, and (c) would behave differently or benefit if a pool
of certified professionals were available.

Subjects were representa

tives of 100 randomly selected Fortune 500 companies to whom a fourpart questionnaire was sent.

The questionnaire investigated key

problem areas drawn from literature concerning certification.
Of the 100 companies surveyed, 59 responded.

Three broad prob

lem areas were identified for which certification was judged a
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reasonable solution:

(a) the Improvement of academic programs, (b)

the assurance of professional competence, and. (c) the enhancing of
the field's prestige.

A significant number of respondents thought

certification would benefit their organization (38%) and Indicated
that their organization would offer Incentives to encourage staff to
seek certification (30.9%).

Overall, those experiencing problems In

the past 2 years were about twice as likely to view certification as
a viable solution to the problems experienced than were those who had
not; for each job category and overall, 54% of the responses in which
a problem had been experienced also held certification to be an
effective solution.

As a whole, however, support for certification

was not strong given the design parameters Intended to maximize
certification's potential to emerge as a solution.
Based on the data, companies do seem to be experiencing a poten
tially costly set of problems for which a significant proportion of
respondents view certification as a viable solution.

A sizable

proportion of respondents held the opinion that certification would
provide motivation to encourage a commitment to high standards and
self-development and, thereby, to increase prestige and effective
ness.
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CHAPTER I

STATEMENT OF THE PROBLEM

The certification of training and development or human resource
development (T&D/HRD) professionals has evolved into a major issue in
the field.

Bratton (1984) stated, "Few ideas have had the attention

of professional instructional/training designers over the past few
years more than the possibility of professional certification"
(p. 4).

One often-listed purpose of certification programs is that

of protecting the consumer, in this case the employer or client, from
charlatans or less-competent practitioners.

No empirical data

exists, however, to indicate (a) whether employers have experienced
problems for which certification has been offered as a solution and
(b) if these problems have been experienced, whether employers see
certification as a means by which the problem might be solved.

The

purpose of this chapter is (a) to examine the background of the
problem; (b) to state the problem and describe the proposed study;
and finally, (c) to discuss the significance and timeliness of the
proposed study.

1
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2
Background of the Problem

Societal/Associational Activities

American Society for Training and Development

The American Society for Training and Development (ASTD) has
appointed a task force charged with Investigating the Issue of certi
fication and making a recommendation to the executive board concern
ing the stance the association should take on professional standards
and certification.

The ASTD first discussed certification in 1953,

soundly voted it down in 1972, and once again began serious and
thorough consideration of the issue in the 1980s.
While chairing ASTD's Professional Development (PD) Committee,
Luke (cited In McCullough, 1981} reported that member opinion demon
strated little consensus concerning the desirability of certifica
tion.

The PD committee believed, however, that work on defining

competencies needed to be completed before the issue of certification
could be raised.

At this point, the now-completed McLagan (1983)

study was initiated.

With McLagan's Models for Excellence published,

the ASTD has again turned its attention to certification with the
formation in 1984 of a task force headed by former ASTD President
O'Mara, which is charged with recommending a stance on standards and
certification to the ASTD board.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

National Society for Performance and Instruction and Association
for Educational Communications and Technology

The National Society for Performance and Instruction and the
Division of Instructional Development within the Association for
Educational Communications and Technology (AECT-DID) have formed a
joint task force which is presently developing a certification pro
cess for instructional developers.

Both ASTD and the joint task

force seem to be moving toward certification (Bratton, 1984, 1985;
Bratton & Hildebrand, 1980; Coscarelll, 1984; Galey & Grady, 1980;
Gilley, 1985; McCullough, 1981; Pinto & Walker, 1978; Shrock &
Foshay, 1984; Silber, 1984; Skjervheim, 1977; Westgaard, 1983, 1984).
NSPI and AECT-DID each began independent movement toward compe
tency identification and certification but later joined to form the
Joint Certification Task Force, which has been investigating the use
of assessment centers in certification testing of instructional de
velopers.

Under the leadership of Bratton at the University of Iowa,

this group has also formed a not-for-profit organization, The Inter
national Board of Standards for Training, Performance, and Instruc
tion, "to promote high standards of professional practice in train
ing, performance, and instruction for the benefit of individual and
organizational consumers through research, definition of competen
cies, measurement of competencies, education, and certification"
Bratton, 1985, p. 1).
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American Society of Personnel Administrators

The American Society of Personnel Administrators' (ASPA) Person
nel Accreditation Institute (PAI) has offered an examination for
training and development professionals for several years.

ASPA "de

veloped a 10-part examination construct which attempts to measure
whether applicants for accreditation can demonstrate mastery of a
sampling of its presently identified body of knowledge in training/
human resource development" (Skjervheim, 1977, p. 16).

An obstruc

tion to the widespread use of this road to certification by training
professionals is the requirement that individuals first pass a human
resource generalist exam to earn a designation "Professional in Human
Resources."

Only after passing this exam and completing additional

years in the field is the professional then eligible to sit for a
specialty exam in training and development.

Consumer Protection

Presumed Need

One major argument offered in favor of the certification of
training and development professionals is that client/employers need
or want it; Indeed, that regulation is needed so badly that there
might be an outcry for external regulation if the profession fails to
police its own (Bratton, 1984; Bratton & Hildebrand, 1980;
Skjervheim, 1977; Westgaard, 1983).

Westgaard (1983) explained,

The establishment of standards appears to be imminent
(Bratton, 1980). . . . Technology, lower profit margins,
and the dynamism of the labor pool have made training
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crucial. Every year more companies are spending more money
for training, human resource development, and organiza
tional development. They're hiring thousands of trainers,
instructional developers, performance analysts, media spe
cialists, and others. Consequently, personnel officers are
looking for some way to tell whether potential employees
are qualified. Business and industry would welcome certi
fication for that reason alone.
Incompetent application of tools and procedures of the
trade could have grave affects on clients. Since the buyer
has little guidance in the purchase of goods or services,
products that don't deliver as promised are fairly easy to
sell. And there's big money to be made. Large companies
spend billions on training. Entrepreneurs see an expanding
market, which they're exploiting whether they're competent
to do so or not. (p. 3)

Proposed Solution

Certification has been suggested as a way to reduce the problem.
Bratton (1984) observed,
Professional certification rests on the assumptions that
those served by members of the profession (e.g., clients)
cannot adequately judge the merits of professional services
at the time those services are being rendered. Only mem
bers of the same profession are qualified to judge whether
one of its members possesses the knowledge and skill to
practice in a competent way. The primary responsibility
for establishing and maintaining certification standards,
therefore, rests with the profession itself, (p. 5)

Dissenting Opinion

Not all agree that employer/clients have a need for which certi
fication is the solution.

Boothe (1984) suggested that certification

is a solution to a problem that has not been identified and analyzed.
Boothe further stated that legislative regulation of the training and
development practitioner is unlikely to occur.

Nadler (1980) wrote,

"There is little to Indicate that certification meets the needs of
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6
organizations, or other consumers of our services” (pp. 15-16).
Presently, neither the view represented by Nadler's statement nor the
view represented by Westgaard's (1983) is supported by empirical data
describing the situation as it exists.

The Problem Stated
The Problem

There is no empirical data indicating:

(a) whether employers

are experiencing a problem in identifying and utilizing competent
consultants and employees in the training and development field; or
(b)

whether employers view the certification of training and develop

ment practitioners as a solution to the problem, if it exists.

The Proposed Study

The purpose of this descriptive study was to answer the follow
ing research questions:

Common Problems

Given a set of common problems for which certification might be
considered a solution, which of these do employers consider to be a
problem?

Certification as a Solution

Given a set of problems for which certification might be a
solution, for which of these do employers consider certification to

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

7
be a probable solution?

Limitations of the Study
There are two limitations to the study.

First, while it would

have been desirable to study the problems and opinions of senior
human resource professionals from organizations of all types and
sizes, the study was limited to the private sector and to Fortune 500
companies only.

These companies were chosen because senior human

resource professionals would likely have opinions regarding the cer
tification of training and development professionals that are rooted
in extensive experience in searching for, hiring, utilizing, and
evaluating consultants and employees for training functions.

It is

intended that the findings be generalizable to Fortune 500 companies.
Only further investigation would determine to what degree experience
and opinion expressed through the findings of this study would be
similar or different to that expressed by representatives of other
kinds of organizations, such as hospitals, school systems, human
service agencies, smaller business, etc.
Second, decisions made in determining the content of the ques
tionnaire, as explained in Chapter III, Methodology, may have enabled
certification to make its strongest showing.

Were design parameters

set differently, any resulting differences in outcomes would have
been expected to be in the direction less favorable toward certifica
tion rather than more favorable.
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8
Significance and Timeliness of Study

As Bratton and Hildebrand (1980) wrote, the movement toward
certification may begin because it seems the right thing to do, but
if the idea seems acceptable, rigorous investigation is needed.

Significance

Not Inevitable, but Impossible to Turn Back

Certification for training professionals is not inevitable
(Boothe, 1984; Coscarelli, 1984), but many believe that once imple
mented, a certification program may be difficult or even impossible
to dismantle (Bratton & Hildebrand, 1980).

Possibility of Negative Consequences
While the implementation of a certification process doesn't
ensure a positive outcome to the field (Boothe, 1984; Coscarelli,
1984), like any change, it brings with it the possibility or even
likelihood of some negative consequences, such as a less flexible
preparatory curricula (Boothe, 1984; Danish & Smyer, 1981), closed or
tighter boundaries of the profession (Olson, 1981), slowed innovation
and expansion of training technology (Boothe, 1984; Bratton & Hilde
brand, 1980), and increased cost of preparation, hence, increased
cost to clients (Danish & Smyer, 1981).
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Problem Missing

Because of the dysfunctional possibilities, the consideration
and decision to implement a certification program should be under
taken with caution and in response to identified problems.

This

study gathered information concerning employer problems and certifi
cation's aid relative to the identification, utilization, and evalua
tion of competent practitioners.

Timeliness

The study was needed at the present time because of the AECT-DID
Task Force's and ASTD Task Force's activity and focus on the certifi
cation of training and development professionals.

There are three

prerequisite stages that a profession goes through in establishing a
certification program (Bratton & Hildebrand, 1980).

Both the NSPI

and ASTD are in the third stage, in which an association appoints a
committee to develop competency statements and to develop a plan for
administering the program.

The competency statements are in place

(Bratton, 1984; Chalofsky & Cerio, 1975a, 1975b; The International
Board of Standards for Training, Performance, and Instruction
[IBSTPI], 1986; McLagan, 1983; Pinto & Walker, 1978; Skjervheim,
1977), and the AECT-DID/NSPI Task Force is already planning for the
administration of the program.

The ASTD is proceeding cautiously

toward a decision on what its stance, and hence, its action, will be
toward standards and certification.
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The study was shaped through conversations with Barry Bratton,
of the University of Iowa and The International Board of Standards
for Training, Performance, and Instruction (IBSTPI); Julie O'Mara,
Chair of ASTD's Task Force on Standards and Certification; Jerry
Gilley, University of Nebraska-Hncoln, who has done extensive re
search in the area of professional certification with the support of
the IBSTPI, has written several articles and made many presentations
regarding professional certification, has served on the Professional
Standards Task Force for ASTD, and is currently a member of the
IBSTPI; and doctoral committee chair and members from Western Michi
gan University, Kenneth Dickie and Robert 0. Brinkerhoff, Department
of Educational Leadership, Dale Brethower, Department of Psychology,
and George Robeck, Department of Communication Arts and Sciences.
When the idea was shared originally with O'Mara, chair of ASTD's Task
Force on Standards and Certification, she responded with, "That's
right!

That's exactly the information the committee needs right

now!"

Summary of Following Chapters

The remainder of the paper is devoted to a review of relevant
literature, an explanation of the research design and methodology,
the study's findings, and resultant conclusions and recommendations.
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CHAPTER II

REVIEW OF THE LITERATURE

The History of the Certification Movement

Antecedents

The certification of professionals for the purpose of protecting
the consumer is not a new practice.

The first record of insuring

competency through certification dates back to ancient Athens (Fedyk,
cited in Gilley, 1985).

Dating back to at least the 13th century,

regulation of the medical profession seems to have had the longest
recorded history.

Regulation of the legal and teaching professions

are also antecedents of the current professional certification move
ment, which includes the movement toward the certification of train
ing professionals.

An understanding of the history of the licensing

of other professions, especially the medical profession, lends per
spective to the discussion of our own movement toward licensure.

Medical Profession

In the 13th century, Frederick II, Emperor of the Holy Roman
Empire, developed and Implemented the first medical credentialing
program (Derbyshire, 1969; Gross, 1978).

Derbyshire (1969) wrote,

Medical licensure as an institution became general in
Europe during the Middle Ages. While surgeons were
generally regarded as craftsmen and were members of guild,
physicians were not craftsmen and their licensing bodies
11
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became the medical faculties of the universities. The
first faculty to license physicians was that of Salerno,
early in the 13th century.
However, during this period surgeons were not
completely uncontrolled; they were trained by an elaborate
system of apprenticeships. They were required to serve
from two to three years with a master, followed by four to
six years as journeymen. To become masters they had to
pass strict examinations. In sparsely settled areas with
Insufficient numbers of surgeons for the formation of their
own guilds, they joined the guild of blacksmiths; this
relationship was based upon the fact that surgeons could
and did make their own instruments.
Frederick II, the German emperor who had been elected
king of Sicily, wrote the first medical practice law.
Farsighted in its requirements, it provided for examination
under a regular teacher of medicine at Salerno and for
punishment for violation of the law by confiscation of the
goods of the offender and a year in prison. Moreover, the
law defined educational standards and further required that
. . . after having spent five years in study, he [the
physician] shall not practice medicine until he has during
a full year devoted himself to medical practice with advice
and under the direction of an experienced physician.
(pp. 1-2).
In the United States, all legislation before 1800 put the power
to regulate medical practice into the hands of "guild-like associa
tions of professionals, the state medical societies" (Gross, 1978,
p. 1011).

Gross explained that in the middle of the 19th century the

medical and law professions were deregulated to make them more so
cially inclusive— until this time, only the wealthy could afford the
long period of training needed.

The 1870s marked the beginning of

efforts by the medical societies (and bar associations) to promote "a
relationship between competence and licensing that culminated in our
present complex system" (Gross, 1978, p. 1011).
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Teaching Profession

In the United States, the first known certification programs
were church sponsored and intended to guarantee the orthodoxy of
school masters' religious beliefs (Huggett & Stinnett, 1956).
Shortly after World War II, the National Education Association (NEA)
became Interested in the certification of teachers in response to a
"recognized need to promote the professional competence of associa
tions' memberships” (Miller, 1976, p. 6) and began a professional
standards movement which has continued on until today, with revi
sions, and with the support of federal and state government.

A 1956

Huggett and Stinnett list of "current" issues in certification might
have been written today.

These issues were (a) substandard certifi

cates, (b) amount of preparation required, (c) preparation needed by
rural teachers, (d) general or special certificates, (e) life or term
certificates, (f) certificate renewal requirements, (g) centraliza
tion of authority (in state departments of education rather than in
individual communities), and (h) certification by exam— what kind?
Other Professions

Gross (1978) reported that,
In the 20th Century, the trends have been (a) for licensing
to include an ever greater number of occupations, (b) for
the type of licensing to go from title certifications [the
voluntary certification presently under consideration by
our training associations] to compulsory licensing of prac
tice, and (c) for the raising and tightening of standards
including moving from the apprenticeship system to one
centering training in educational Institutions, lengthening
the period of training, and adding Internships after train
ing. (p. 1011)
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Weiss and Gowans-Young (1981) suggested that two factors are
responsible for the growing number of professional certification
efforts, of which the movement to certify training professionals Is a
part:

(a) Increased specialization and (b) demand for some standard

against which specialists can assess their proficiency within a
field.

ASTD Movement Toward the Certification of Training Professionals

Interest in the certification of training professionals first
began to smolder in the early 1950s.

As Lippitt and Nadler (1967)

explained, the earliest training activities were conducted by learn
ing specialists who had been recruited out of the classroom by indus
try during World War II.

As the nation moved into a peacetime econo

my, many of these trainers returned to the classroom, while those who
remained moved gradually into administrative roles.

In time, manage

ment found itself with "good administrators but weak learning spe
cialists” (Lippitt & Nadler, 1967, p. 3).

Concurrent with these

developments was the National Education Association (NEA) became
interested in the certification of teachers in response to a "recog
nized need to promote the professional competence of associations'
memberships" (Hiller, 1976, p. 6).

Thus began the NEA professional

standards movement which has continued on until today, with revi
sions, and with the support of federal and state governments.
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First Consideration

In 1953, during this period of "good administrators but weak
learning specialists" (Lippitt & Nadler, 1967, p. 3) in industry and
new emphasis on the professional certification of teachers outside of
business and industry, the ASTD considered certification for the
first time.

A Professional Standards Committee Report of Activity

from 1953 records (cited in Gilley, 1985) stated:
Much thought was given to the problem of certification
since it is definitely related to the matter of achieving
professional status. The adoption of a certification pro
gram was conceived to be a positive step in the direction
of providing means of encouraging training people to im
prove their practices and to provide a measure of an indi
vidual's fitness in the occupation. After considering the
matter at some length, the conclusion was reached that this
is not the appropriate time to deal with the question of
certification. Certain other conditions must be present
before a program of this kind can be successfully operated
with beneficial results to all concerned. Since considera
tion cannot be delayed indefinitely if training is to
establish itself as a real profession, it may be desirable
to make a thorough study of the entire matter as a basis
for future action by the American Society of Training
Directors, (pp. 24-25)

Continued Evolution of the Profession
The role of the trainer continued to evolve.

In 1967, Lippitt

and Nadler explained,
In recent years, it has been felt that some training prob
lems require for their solution a broader attack than that
furnished by the usual learning techniques. At that point,
the third role [in addition to the learning specialist and
administrator], that of contributing to organizational
problem solving emerged, (p. 3)
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Second Consideration

With the expanding role of the trainer, the Issues of standards
and certification again arose within the American Society for Train
ing and Development (formerly the American Society for Training
Directors).

Gilley (1985), summarizing Information from Hatcher

(cited In Gilley, 1985), explained that at the 1972 National Confer
ence In Houston, Texas, the membership overwhelmingly voted down a
plan using certification as a process for acquiring professional
knowledge and skills.

Consensus was that members were more concerned

with acquiring basic knowledge and skills than In being certified as
professionals.

Gilley (1985) continued,

As a direct result of the consensus of ASTD members, the
Professional Standards Task Force established a three phase
professional development program which consisted of the
preparation of a manual for the professional development of
trainers, the development of an external degree program In
training and development to be offered nationally, and the
adoption of professional certification if and when appro
priate. (p. 25)

Professional Development Committee Formed

In 1976, the Professional Development Committee was established
to create a process to help training and development professionals
(a) Identify competencies needed, (b) Identify personal strengths and
weaknesses related to requirements, and (c) Identify resources and
opportunities to Increase job effectiveness (White, 1979).
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Pinto and Walker (1978) Study

In March of 1976 this committee set out to Identify "the basic
roles and core competencies In an effort to assess more precisely the
professional development needs of training and development practi
tioners" (Pinto & Walker, 1978, p. 58).

Their presupposition was

that because of the limited resources for developing trainers in the
formal education system, most trainers learned on the job.

The com

mittee contracted with Towers, Perrin, Forster, and Crosby to conduct
a survey of national ASTD members to determine, "What do training
professionals really do?" (Pinto & Walker, 1978).

The questionnaires

were sent out in November of 1977 and the results published by Pinto
and Walker in 1978.

The Pinto and Walker study identified 14 compe

tencies, which were later reduced to 9 by the Professional Develop
ment Committee.

From this research came A Study of Professional

Training and Development Roles and Competencies (cited in Cook, 1980)
and Professional Development:

A Self-Development Process for Train

ing and Development Professionals (cited in Cook, 1980).

The study

focused, however, on what practitioners actually did, not what they
should be doing, in the present and not the future.

The return rate

on the questionnaire had also been low, raising questions about the
representativeness of the sample (Cook, 1980).

Discussion of Certification Postponed, McLagan (1983) Study
Initiated

When the Professional Development Committee again turned to the
issue of certification, it was found that further work was needed on

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

18
the competencies.

A 1981 report by Luke (cited In McCullough, 1981),

Chair of the Professional Development Committee, reports that the PD
Committee had been,
actively exploring member opinion regarding certification.
There Is little consensus on Its desirability . . . un
daunted, Pat McLagan Is chairing a task force whose charge
this year is to develop a strategy for identifying core HRD
Competencies. The Professional Development Committee be
lieves that it is only after its work on competencies has
been completed, that the issue of certification can be
raised, (p. 17)
So, the issue of certification was again put on the back burner
while McLagan (1983) conducted another competency study.

McLagan

explained why further work was needed on the competencies:

Most

studies to date had produced descriptive models which portrayed what
the typical training and development practitioner did in the course
of his or her work.

The issues and needs facing the training and

development field were and are changing and intensifying, however.
ASTD sources estimate that 30-40 billion dollars per year are cur
rently being spent in the United States on employee training.
figure may grow beyond 100 billion before the decade ends.

That

McLagan

continued on to explain a need to look more carefully at what the
training and development field is and must become in the near future,
how it relates to and differs from other human resource specialty
areas, and what the body of knowledge and skill is that will enable
people to work in the field during this decade.
McLagan (1983) and her study team were commissioned in 1981 to
develop a prescriptive model for the training and development field.
Specifically, the charge to the study team was "to produce
a detailed and updatable definition of excellence in the
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training and development field in a form that will be
useful to and used as a standard of professional perform
ance and development by ASTD organizations, educational
institutions, training and development departments, and
individuals practicing or expecting to practice in the
training and development field." (p. 2)
The McLagan (1983) study defined the training and development
field as (a) one of nine human resource specialty areas, (b) focusing
on helping individuals change through learning, (c) consisting of 15
functions or roles, (d) producing 102 outputs, and (e) requiring a
body of knowledge which supports 31 competency (knowledge/skill)
areas.

Creation of ASTD Certification Task Force

With the competency study Models for Excellence (McLagan, 1983)
completed, the Professional Development Committee again turned its
attention toward the issue of certification.

O'Mara was selected to

chair a task force commissioned by Che ASTD Board of Directors in
April of 1984 to conduct research that addressed the issues of pro
fessional standards and certification.

According to Venable and

Gilley (1984), the task force met to "develop a research model for
gathering perceptions about professional standards and certification
for the membership and affected others" (p. 7).

At the 1984 national

conference in Dallas, Texas, members of the ASTD were also invited to
present their personal views of the certification of training and
development professionals.

About this same time, an analysis of

procedures, issues, and criteria addressed by other professional
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associations and societies as they implemented their certification
programs was begun by Gilley (1985).

AECT/NSPI Movement Toward the Certification of Training Professionals

While the ASTD had continued to postpone the consideration of
certification until work on the competencies could be completed, the
Association for Educational Communications and Technology (AECT) had
been actively investigating certification issues and had taken defi
nite steps toward the implementation of a certification program for
training professionals.

Focus on Schools

This organization's attention focused first on schools and later
turned to business and industry.

In 1969, AECT's Certification Com

mittee set standards for audiovisual personnel in a document called
Guidelines for the Certification of A-V Personnel (cited in Galey &
Grady, 1980).

According to Galey and Grady, the purpose of setting

standards was "to ensure selection of persons who are fully qualified
to initiate, implement and direct a media program in elementary and
secondary schools in America" (p. 3), as a "means of reliably identi
fying those persons who have the academic preparation, knowledge, and
competencies to function as educational media specialists" (p. 3),
and "to improve performance of professional workers in the A-V field"
(p. 8).

In 1974 the AECT Certification Model was published, and a

national survey in 1976 indicated that this model had already been
implemented widely by state departments of education (Galey & Grady).
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Business and Industry, Government, and Higher Education

The AECT then shifted its^umphasis to professionals in any work
setting, including business and industry (Galey & Grady, 1980).

In

1975, the AECT certification committee undertook a feasibility study
to determine whether to accredit programs or certify people; they
elected to certify people.

The new certificate, when offered, would

be the first credential offered to membership in higher education,
government, and business and industry (Galey, 1979b, p. 34).

Bratton

and Hildebrand (1980) wrote that in 1977, the authors of the AECT
publication The Definition of Educational Technology indicated that
there was a need for a certification program in the field of educa
tional technology.

AECT Certification Task Force

In 1977, the AECT created a special certification task force,
chaired by Galey, to study professional certification and to develop
a set of recommendations.

This task force, composed of representa

tives of the association's major divisions, state and national af
filiates, worked close to 3 years to produce a final report.
report was adopted by the AECT Board of Directors in 1979.
tained two recommendations:

This
It con

(a) the AECT accept the responsibility

for encouraging and developing a professional certification program
for educational technologists, and (b) that AECT divisions— Instruc
tional Development, Media Design and Production, and Media Manage
ment— be responsible for delineating the competencies and specifying
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assessment procedures (Bratton & Hildebrand, 1980).
The AECT1s Division of Instructional Development (DID) began the
project of defining competencies of instructional developers for the
purpose of credentialing industrial trainers, media specialists, and
others who belong to the profession.

AECT-DID produced a set of

proposed competencies for instructional developers (Association for
Educational Communications and Technology [AECT], 1981).
In 1980, Galey and Grady wrote that that AECT certification
program would be managed in a certification institute under a certi
fication institute board.

Certification would be available in three

areas, instructional development, media management, and media design
and production.

It was hoped that this procedure would be field

tested by 1981 and the certification evaluation first administered in
April 1983.

Bratton and Hildebrand (1980) commented on AECT's certi

fication program.

"It is too early to speculate about the future of

AECT's certification effort.

A declaration by an association that it

will create a professional certification program does not make it a
reality" (p. 49).

Bratton and Hildebrand continued to explain that

the burden first is to delineate the competency statements and as
sessment procedures.

Then will come a period of validation testing

followed by policy decisions on administering a certification pro
gram.

Finally and ultimately, the professionals in the field will

determine the fate of the certification program; they must volun
tarily choose to seek certification.
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The NSPI and the Joint Certification Task Force

In 1982, the AECT-DID Certification Task Force joined together
with a group from the National Society for Performance and Instruc
tion (NSPI) which had been investigating the certification of in
structional developers.

The two groups merged to form the NSPI/AECT-

DID Joint Certification Task Force (Bratton, 1984).

In 1980, NSPI

had formed a task force to investigate standards for the profession
(White 1979).

In 1981, Bratton and Coleman "presented a draft list

of designer competencies at the NSPI annual conference and discussed
possibilities of professional certification" (Bratton, 1984, p. 4).
In 1981, the NSPI Standards Committee accepted the charge to investi
gate the potential of certification.

The 1982 NSPI Long-Range Plan

had as an objective, "to explore and recommend a certification pro
cess" (Bratton, 1984, p. 4). It was in 1982 that the NSPI Task Force
joined the AECT-DID Task Force which had already produced a list of
16 competencies for instructional developers.

The combined task

force continued to meet three to four times a year and in February of
1984 published a set of articles in Performance and Instruction
(Boothe, 1984; Bratton, 1984; Coscarelli, 1984; Shrock & Foshay,
1984; Silber, 1984; Thoresen & Robinson, 1984; Westgaard, 1984) that
detailed their thinking regarding certification issues.

Westgaard

(1984) wrote that they were currently looking into the possibility of
using assessment center methods for assessing competencies.
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The International Board of Standards for Training, Performance,
and Instruction

The most recent action of this group has been to form, in Decem
ber of 1984, The International Board of Standards for Training,
Performance, and Instruction (IBSTPI), which has been incorporated in
the state of Illinois as a not-for-profit corporation.

Its mission

is "to promote high standards of professional practice in training,
performance, and instruction for the benefit of individual and orga
nizational consumers through research, definition of competencies,
measurement of competencies, education, and certification” (Bratton,
1985, p. 1).
The IBSTPI (1986) has published Instructional Design Competen
cies;

The Standards and is presently continuing the work initiated

by NSPI/AECT-DID in developing a certification program based on an
assessment-center-like process.

According to Bratton (1986), after

finalizing this, the IBSTPI will work on competencies and certifica
tion for trainers, and later for training managers, and the first
assessment center for instructional designers will be ready in 18
months to 2 years at the earliest.

Other Individuals and Organizations

In considering the history of the certification movement in
training and development, several other contributions should be men
tioned.

First are two studies that added to the identification of

competencies.

In 1971, a year after Nadler (1970) published Develop

ing Human Resources, the year before the ASTD soundly voted down
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certification, and 2 years after the AECT published Guidelines for
the Certification of A-V Personnel (cited in Galey & Grady, 1980),
Hendrix and Tiemann (cited in Bratton, 1984) proposed a list of 80
skills for instructional developers.
Four years later, Chalofsky and Cerio (1975a, 1975b) published
their "Employee Development Specialist Effectiveness Study."

This

study was initiated by the U.S. Civil Service Commission's Bureau of
Training when the federal government became aware of the need for
professional development of internal trainers.

This study gave the

duties and responsibilities of the four employee development special
ist (EDS) roles— learning specialist, administrator, consultant, and
program manager— and the abilities, knowledge, and understanding
needed within each role to effectively perform their duties.

This

study laid the groundwork for the EDS Curriculum Flan to Develop
Training Professionals (Jorz & Richards, 1977) which was composed of
29 Instructional modules for five roles— the four named above plus
the career counselor.
Finally, the activities of two other organizations should be
mentioned.

The first of these is the Ontario Society for Training

and Development (OSTD).

In December of 1976, this organization

published "Core Competencies of a Trainer" (cited in Skjervheim,
1977, p. 15), which listed competencies identified by the organiza
tion under the leadership of Kenny.

Today their organization offers

a certificate in human resource development in cooperation with three
major universities, which is designed for both students and practic
ing, working professionals.
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"The OSTD provides Input to a series of compulsory and optional
university courses, which In a variety of combinations, qualify for
the HRD certificate" (Ontario Society for Training and Development
[OSTD], undated, p. 2).
Analysis for Trainers:

OSTD (undated) also offered Competency
A Personal Planning Guide that carries the

designation of both OSTD and the International Federation of Training
and Development Organizations.
The final organization that should be mentioned is the American
Society of Personnel Administrators (ASPA).

ASPA initiated the for

mation of the Personnel Accreditation Institute.

Palomba (1981)

reported:
The Personnel Accreditation Institute (PAI) is an indepen
dent non-profit organization formed for the purpose of
accrediting professionals in the field. It was incorpo
rated in 1975 following three years of research and devel
opment conducted by a task force established by the Ameri
can Society for Personnel Administration (ASPA). (p. 37)
This organization commissioned Miller in 1976 to investigate and
analyze the past and current credentialing effort of several profes
sional associations and societies which had developed and implement a
certification program (Miller, 1976).

In 1977 Skjervhelm wrote about

the ASPA Accreditation Institute, which had "developed a ten-part
examination construct which attempts to measure whether applicants
for accreditation can demonstrate mastery of a sampling of its pres
ently identified body of knowledge in training/HKD" (p. 16).

In 1981

Palomba wrote, "Currently PAI is completing work on the Codification
Project— an extensive research effort involving 1,000 personnel pro
fessionals which will refine the body of knowledge and testing
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process for accreditation" (p. 37).
certification:

Today PAI offers two levels of

Professional in Human Resources and Senior Profes

sional in Human Resources.

Both specialty and generalist exams are

available on the senior professional level.

Training and development

is one of the six specialty areas in which senior exams can be taken.
The certification issue in the training and development field
has had at least a 33 year history and is now under serious consid
eration by the two major training associations in the United States,
the NSPI and ASTD.
mean?

The questions arise, What does certification

What is certification intended to do?

intended to solve?

What problems is it

What are its primary purposes?

result in adverse consequences?

Might it also

The next two major sections will

examine the definition, the purposes, and the unintended outcomes of
certification.

Definition of Certification

The terms certification, accreditation, licensure, and teacher
certification are frequently confused.

The purpose of this section

is to define certification and distinguish between certification and
accreditation, licensure, and teacher certification.
Certification

Certify

The Random House Dictionary of the English Language (1967) de
fines certify as “(a) to attest as certain; give reliable information
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of; confirm, . . . (b) testify to or vouch for in writing, . . . (c)
to assure or inform with certainty, . . . (d) to guarantee; endorse
reliably, ... or (e) to give assurance; testify; vouch for" (s.v.
"certify").

Using these definitions, one could say certification

procedures are intended to allow an organization to lend wholehearted
support for a candidate that has succeeded in meeting all criteria
and to vouch for, without hesitation, an individual's qualifications.
Certification

Penland (1982) gave the following definition for certification,
drawn from the Council of Postsecondary Accreditation,
Certification is the process by which an agency or associa
tion grants recognition to an individual who has met pre
determined qualifications such as (a) graduation from an
accredited or approved program, (b) acceptable performance
on a qualifying examination or series of examinations, or
(c) completion of a given amount of work experience.
(P* 9)
Weiss and Gowans-Young (1981) defined certification by saying,
Certification programs attempt to define the tasks asso
ciated with a certain job function at a given level.
Achieving certification is an indication that the candidate
knows how to complete those tasks at a defined level of
performance; it indicates attaining an acceptable standard
of professional competency. (p. 63)
It is Bratton's (1984) definition of certification that will be
used in this paper, "Professional certification is the process by
which an organization or an independent external agency recognizes
the competence of individual practitioners" (pp. 4-5).
tary regulation by peer colleagues" (p. 5).

It is "volun

He continued, "Achieving

certification means public recognition of the individual for
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possessing specified skills at a prescribed level of performance.
Non-certified persons can legally engage in activities of the profes
sion, but they cannot promote themselves as certified" (p. 5).
Licensure

License

The Random House Dictionary of the English Language Language
(1967) defines license as,
(a) permission to do or not to do something, . . . (b)
formal permission from a constituted authority to do some
thing, as to carry on some business, profession, etc.,
. . . (c) a certificate of such permission; an official
permit, . . . or (d) to grant authoritative permission or
license to. (s.v. "license")

Licensure

Fenland (1982) presented the Council on Postsecondary Accredita
tion definition of licensure, "the process by which an agency of
government permits individuals meeting predetermined qualifications
to engage in a given occupation and use a particular title; such
power may be delegated to institutions" (p. 9).

Bratton (1984)

defined licensure as, "a mandatory legal requirement for certain
professions to protect the public from incompetent practitioners"
(p. 4).

So far the definition sounds very much like certification,

but the differences follow,
Licensing procedures are generally established or imple
mented by a political governing body that proscribes
practice without a license. Physicians, dentists, and
funeral directors are examples of professions which must be
licensed in order to practice. Licensure concerns only the
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individual not the educational program or institution.
(Bratton, 1984, p. 4)

Teacher Certification

Bratton (1984) went on to point out that teacher certification
is really a misnomer, for it is really teacher licensure; a teacher
must usually hold a valid certificate (license) in order to teach in
the public schools.

Accreditation

Accredit

According to The Random House Dictionary of the English Language
(1967), accredit is
(a) to ascribe or attribute to, . . . (b) to attribute,
consider as belonging, . . . (c) to provide or send with
credentials, . . . (d) to certify (a school, college, or
the like) as meeting all formal official requirements of
academic excellence, curriculum, facilities, etc......
(e) to make authoritative, creditable, or reputable; sanc
tion, . . . or (f) to believe, (s.v. "accredit")
Accreditation

Bratton (1984) stated that accreditation is "the process whereby
an agency or association grants public recognition to a school,
college, university, or specialized study program that meets certain
predetermined qualifications or standards" (p. 4).

This is also an

example of voluntary self-regulation of the profession by peer pro
fessionals.

He suggested that only institutions or programs, not

people, can be accredited.
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However, In spite of the distinctions drawn above, the term is
used as a synonym for certification by the Personnel Accreditation
Institution, which does not accredit programs but rather accredits
(certifies) individuals.

Accreditation, licensure, and certification

can be best distinguished by following Bratton's (1984) definitions,
but one must be sensitive in reading literature, including many
quotations to follow, to remember that many authors use the terms
loosely and interchangeably.

Purposes of Certification

Purpose refers to "the reason for which something exists or is
done, made, used, etc.; an intended or desired result; end; aim;
goal, [or a] practical result, effect, or advantage" (The Random
House Dictionary of the English Language, 1967, s.v. "purpose").
Gilley (1985) briefly stated that purpose "refers to the end results
that are desired and is viewed as the mission of a process or ac
tivity" (p. 13).
Venable and Gilley (1984) identified seven purposes of certifi
cation:

(a) to enhance the prestige of the field, (b) to assure

professional competence, (c) to improve academic programs, (d) to
protect the client/employer, (e) to avoid external regulation, (f) to
increase the influence of the certifying society or association, and
(g) to stabilize individual job security.

These purposes reoccur

throughout the literature on the certification of professionals in
all fields.
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Three things should be mentioned before looking at the major
purposes of certification.

First, each purpose Implies the existence

of a problem for which certification Is being offered as a solution.
For Instance, the first purpose Is to enhance the prestige of the
field (Venable & Gilley, 1984).

This implies that someone(s) be

lieves the field does not have as much prestige as it could/should
have.

Furthermore, this problem, when added to all the other prob

lems, creates a big/serious enough problem that an intervention of
some kind is warranted.

Certification proponents would then offer

certification as an intervention.

By this they imply that the bene

fits that certification is offering are greater than the costs of
developing, implementing, and maintaining it.

Those who oppose cer

tification would reverse that saying, no, no— the cost of developing,
implementing, maintaining and dealing with potentially adverse un
intended outcomes is greater than the combined cost of the problems
it attempts to solve.
Second, the purposes listed below are not discrete, but are
overlapping and interrelated.

Attempting to cut the cake is, there

fore, awkward; it is difficult to discuss protecting the client/em
ployer without examining assuring professional competence.

Similar

ly, academic programs may be improved by the implementation of a
certification program and the definition of competencies it requires;
but then, the improved programs yield better prepared students with
increased competence, whose competence will thus earn additional
prestige to the field.

The divisions are artificial but still serve

the purpose of allowing examination of a portion smaller than the
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whole.
The final thing that should be mentioned, before looking at the
major purposes of certification, is that the stated purposes of
certification are a mixture of end goals, intermediate goals, and
motivations.
among them.

No effort has been made to label them or to distinguish
Within and among the concerned publics— employers,

clients, associations, and practitioners— the labeling might differ
greatly.

An end goal to one may be an intermediate goal or might

provide motivation to another.

Also, the mission or purpose of

certification that an individual, association, or other public states
as being primary is not necessarily the same as, and is indeed proba
bly different from, the unstated primary mission or purpose.

As

Miller (1976) wrote, "credential programs can be viewed from a va
riety of different perspectives and they typically would serve a
broad array of needs, concerns and objectives" (p. 3).
However, it has been assumed, in the review that follows, that
the most important single distinction is between the good intended
outcomes— whether they be motivational elements, intermediate goals,
or end goals— and the potentially adverse unintended outcomes.

The

primary purposes for certification, drawn from the literature, are
discussed below.

Included in the discussion of each purpose is a

summary of implied problems.

To Enhance the Prestige of the Field

Enhancing the prestige of the field, or advancing the profession
(professionalism), is one of the primary purposes of certification
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(Fedyk, cited in Gilley, 1985; Galey, 1979b; Gilley, 1985; Miller,
1976).

Certification is a means of legitimizing one's work and

bringing societal recognition to one's profession (Bratton & Hilde
brand, 1980).

In achieving this, the reputation the certification

program builds in the eyes of others is of paramount importance
(Weiss & Gowans-Young, 1981).

Coscarelli (1984) explained that cer

tification is a means of establishing a field's prestige and, hence,
an individual's prestige so he or she will have more credibility and,
therefore, will be listened to in situations where change can be
effected.

"Thus the prestige that comes from certification can allow

us to be more effective" (p. 22).

Increased effectiveness and recog

nition will in turn encourage talented, experienced, individuals to
remain in the field (Voss, cited in Gilley, 1985).
Two problems, implied in the discussion above, may need to be
studied:

first, a prestige/effectiveness problem, that the training

field may lack prestige which in turn may hinder effectiveness;
second, a problem of retention, that the lack of effectiveness and
resultant lack of recognition may encourage practitioners to leave
the field.

To Assure Professional Competence

Hand in hand with the enhancement of the field or profession
must come assurance of members' professional competence and the
resultant rewards for certifying that competence.

The certification

process begins by determining which competencies are needed for
excellent professional performance.

A valid testing procedure that
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discriminates between those that have the knowledge and skills neces
sary to perform from those that do not must be constructed.
who meet all criteria are certified.

Those

Creating a certification proce

dure does two things:
1.

It meets one of the criteria for being a profession (if a

field wishes to become a profession, one of several criteria it must
meet is that of having a code of ethics and standards of perform
ance).

The profession and its prestige is advanced by its movement

toward joining the league of professionals.
2.

It also motivates members to take advantage of the opportu

nity to voluntarily commit themselves to the highest standards by
preparing for and passing this test.
The motivations for doing this are (a) the joy of self-improve
ment and growth, (b) the prestige of becoming distinguished among
one's peers, (c) more individual prestige, (d) more financial re
wards, (e) positional rewards, (f) public recognition of one's accom
plishments, and (g) an ability to perform more effectively in one's
job (Galey, 1979b; Miller, 1976; ASPA, undated).
Miller (1976) found that "one of the basic causes for the emer
gence of the credentialing programs was the recognized need to pro
mote the professional competence of the association and society's
membership" (p. 6).
Gilley (1985) wrote, "Certification is a tool that can be used
in the advancement of a profession and the improvement of individual
professional competence.

Certification programs are a way to encour

age individuals to develop competencies needed to perform at
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professionally successful levels" (p. 53).

He found that the primary

purpose of a certification program, regardless of the profession, was
"the advancement of professionalism through increased competence"
(p. 137).
Professionalism and competence are so closely interrelated, the
two are often confused.

Chalofsky and Cerio (1975b) addressed this

problem:
One of the most pressing controversies in our emerging
profession is the subject of "professionalism." Some
trainers feel that professionalism is measured in terms of
formal recognition, i.e., certification. Others, including
the authors, are of the opinion that professionalism can
only be measured in terms of competence and attitude. If
certification is established for the field of human re
source development, it should be established because we
deserve to be certified due to demonstrated effectiveness,
not because we need to be certified in order to be effec
tive. (p. 18)
Miller (1976) indicated that professionalism is a primary moti
vation for professional certification.

According to Gilley (1985),

"Both the developmental process of a profession (Whyte, 1977, and
Warzynski & Noble, 1976), and the characteristics that constitute a
profession (Scheer, 1964) require that professional certification or
the establishment of entry level requirements be instituted" (pp. 1415).

Gilley's (1985) findings seem to support that of the Miller

(1976) study that primary purpose of certification is to "enhance
competencies and improve professionalism" (p. 135).

He concluded:

According to the findings of this study, the primary pur
pose of certification is to "increase/assure professional
competence." Ninety-seven percent of the associations
reported that "at the heart of any professional certifica
tion program are the competencies identified as important
and unique to the profession." More than 70 percent of the
associations maintain a code of ethics and will revoke
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certification status for illegal and unethical behavior.
These three demonstrate the determination of associations
to enhance competencies and improve professionalism. These
findings appear to support Miller's (1976) premise that
professionalism is the prime motivation for professional
certification, (p. 135)
One purpose of certification is to assure competence and thus
advance the profession, improve performance, and increase effective
ness.

It is a "means of reliably identifying those persons who have

the academic preparation, knowledge, and competencies to function
effectively on the job" (Galey & Grady, 1980, p. 3).
A valid certification procedure determines, at a minimum, who
has mastered the body of knowledge defined by the field as necessary
for practice (Skjervhelm, 1977).

The OSTD Human Resource Development

Certificate Program focuses on the knowledge level.

One OSTD program

description provided by Toldness (1985), Administrator of OSTD,
states:

"to provide core knowledge in employee development and

training, leading to a certificate in Human Resource Development."
A valid certification procedure should identify individuals who
can perform core skills and competencies (Galey, 1979a, 1979b; Shrock
& Foshay, 1984), thus guaranteeing the competent performance of
trainers who will retrain others (Bratton, 1984; Venable & Gilley,
1984).

While noncertified persons can legally engage in the activi

ties of the profession, they cannot claim to be certified (Bratton,
1984; Palomba, 1981).
Luke (cited in McCullough, 1981), then chair of ASTD's Profes
sional Development Committee, reported that some "think it [certifi
cation] is critical to insuring quality of services rendered"
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(p. 17).

Coacarelli (1984) stated that, "Certification Is a standard

setting devise that assures quality In the field . . . [and] verifies
one's voluntary commitment to the very highest standards” (p. 22).
This standard setting, as discussed above, is a necessary requirement
if a field is to become a profession and, hence, carry more prestige.
The setting of standards, especially high standards, is intended
to motivate professionals toward growth and high achievement.
Coscarelli (1984) spoke of certification as an incentive toward selfimprovement saying, "A certification process that comes after 3-4
years in the field can give us a goal to strive for and a way of
structuring our professional experiences for optimal development"
(p. 22).

Voss (cited in Gilley, 1985) saw the preparation for certi

fication "as a learning experience" (p. 14).

"Achieving certifica

tion means public recognition of the individual for possessing speci
fied skills at a prescribed level of performance" (Bratton, 1984,
p. 5).
Voss (cited in Gilley, 1985, p. 14) also addressed this saying
certification provides individuals with the opportunity to distin
guish themselves from their peers and colleagues and is a selfimprovement vehicle leading to salary increases, promotions, finan
cial rewards, and security.

Venable and Gilley (1984) added to this

the status and prestige for individuals.
Jacobs (1979) believed professional certification programs
are growing because they (a) provide prestige, recognition,
and earn power for the individual, (b) enable the public to
distinguish between those that have attained some qualify
ing level of competency from those who have not, and (c)
encourage and recognize higher professional achievement.
(p. 27)
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Three problems, Implied In the discussion above, may need to be
studied:

selection, standards, and development motivation.

To Improve Academic Programs

Certification and the specification of standards are intended as
an aid in academic curricular design (Palomba, 1981; Voss, cited in
Gilley, 1985).

Grounded in an accepted set of standards, certifica

tion defines a profession and clarifies what it is and what it is not
(Coscarelli, 1984).

A certificate driven academic program can pro

vide students with the skills needed to hit the deck running (Silber,
1984).

Based on an accepted set of standards, a certification pro

gram is likely to increase consistency (Coscarelli, 1984) and stan
dardization of academic programs (Venable & Gilley, 1984).

Certifi

cation, in addition to providing a guide for academic program design,
can also be used as a feedback instrument for the academic program
improvement (Voss, cited in Gilley, 1985) as students pass or fail to
pass all or a portion of the procedure.

Schools which are able to

bring the students consistently to a stated level of competence will
gain additional students, revenues, and prestige (Bratton, 1984).
Two problems, implied in the discussion above, may need to be
studied:

first, that students graduating from training and develop

ment related programs may not have the skills to "hit the deck run
ning"; second, that having a degree doesn't necessarily mean the
students have the skills needed to perform.
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To Protect the Consumer

The certification and licensure of professionals has tradition
ally been viewed as necessary for the protection of the public from
exploitation by the Incompetent and charlatans through public recog
nition of individual ability to meet designated standards of perform
ance (Edwards & Green, 1983; Fedyk, cited in Gilley, 1985; Gilley,
1985; Huggett & Stinnett, 1956; Westgaard, 1983).

Danish and Smyer

(1981) indicated that the major argument for licensure and certifica
tion is "to protect the public against fraudulent or wrongful acts by
the regulated providers . . . [and] to assure the public that practi
tioners are competent” (p. 16).

Gross (1978), although he considered

it a myth, stated that people and professionals believe that licens
ing, or certification, protects the public against incompetent prac
titioners.
Bratton (1984) wrote that "professional certification rests on
the assumptions that those served by members of the profession (e.g.,
clients) cannot adequately judge the merits of professional services
at the time those services are being rendered" (p. 5).

Huggett and

Stinnett (1956) seemed to agree with this, writing,
It is almost impossible for the public to tell the differ
ence between a qualified professional worker and a quack.
This is particularly true for the complex society in which
we live. It thus becomes increasingly necessary for occu
pational groups to be licensed, (p. 412)
According to Westgaard (1983):
Incompetent application of tools and procedures of the
trade could have grave affects on clients. Since the buyer
has little guidance in the purchase of goods or services,
products that don't deliver as promised are fairly easy to
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sell. And there's big money to be made. Large companies
spend billions on training. Entrepreneurs see an expanding
market, which they're exploiting whether they're competent
to do so or not. (p. 3)
Potential clients and employers need a way to judge whether a
practitioner is qualified to do a task or set of tasks.

Profit

margins have shrunk, "few have time to try out a professional before
committing to him or her" (Bratton, 1984, p. 3).

"Consequently,

personnel officers are looking for some way to tell whether potential
employers are qualified.

Business and industry would welcome certi

fication for that reason alone" (Westgaard, 1983, p. 3).

Weiss and

Gowans-Young (1981) stressed the importance of certification to em
ploying organizations:
Personnel managers and administrators, especially in an
interviewing, hiring or staffing function, should know what
a certification program means in terms of the types of
fields with which they can deal. They should have a spe
cial interest in expanding certification designation devel
opment because it may have considerable impact, now and in
the future, on interviewing, hiring and maintaining staff.
(p. 63)
Costs to the organization are minimized by support for
certification program development. If personnel management
and administration give their support to certification
programs, this will give rise to direct benefits such as
reduced training costs, greater confidence in recruiting
and speeding up of the learning curve. (Weiss & GowansYoung, 1981, p. 67)
Certification programs are responsive to the needs of the
employing organizations. Many of the current programs are
still in the development stage and the certifying agency
can hone the finer details of programs as required by the
feedback they receive from organizations and certificate
holders.
Personnel should give certification programs a chance.
Potentially they can be of immense benefit as a tool in
decision making, giving a maximum amount of information
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about a job applicant at a minimum cost to the firm.
(Weiss & Gowans-Young, 1981, pp. 67-68)
Certification provides an objective method whereby qualified
personnel can be identified by employers.

Coscarelli (1984) stated

that,
Valid certification procedures would give an employer one
of the best estimates of a person's competence. It pro
vides employers an additional criteria to measure the worth
of employees and potential employees (Bratton & Hildebrand,
1980). Such estimates would be as free as possible of the
volatility that is typical of human judgment, (p. 22)
It could prevent the problem of choosing a marginally competent
person for a job, perhaps on a probationary basis, then finding they
can't do the job.

The damage to an organization from trying to

remove someone from a job usually outweighs the gains (Thoresen &
Robinson, 1984).
Three problems, implied in the discussion above, may need to be
studied:

(a) time and money may be Invested in programs that do not

deliver as promised; (b) charlatans or marginally competent practi
tioners may engage in fraudulent, Illegal, or unethical acts; and (c)
the organization might be damaged when trying to remove an in
competent person from the job, the losses outweighing the gains.

To Avoid External Regulation

One purpose of and motivation behind certification is the avoid
ance of external regulation (Venable & Gilley, 1984).
(1983)

Westgaard

explained that technology, lower profit margins, and the

dynamics of the labor pool have made training crucial.

He continued,

"Every year more companies are spending more money for training, HRD,
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and OD.

They’re hiring thousands of trainers, instructional devel

opers, performance analysts, media specialists, and others" (p. 3).
"As human resources accounting concepts and HRD practitioners become
more critical facets of organizational life," indicated Skjervheim
(1977), "decision makers and the public will demand our professing,
or public avowal and demonstration of knowledge competency" (p. 16).
Mager and Cram (1985) reported that, "Dozens of laws intended to
regulate training and trainers are pending in Congress" (p. 40).
They continued, "We are in danger from those who would legislate
where and how we can practice, even whether we can practice" (p. 40).
If the members of a profession are the best qualified to judge
whether one of its members possesses the skills, knowledge, and
experience to practice competently, then the primary responsibility
for establishing and maintaining certification standards rests with
the profession itself (Bratton, 1984).

Were the demand for account

ability and regulation to grow and the training profession not re
spond with self-regulation, a potential danger exists that the gov
ernment might jump in to regulate the profession and impose wrong or
poor standards (Westgaard, 1983).

The role of certification, then is

"a way to obviate potential external pressures before they have an
impact" (Bratton & Hildebrand, 1980, p. 23).
The discussion above suggests that certification by human re
sources development professionals is necessary to avoid governmental
regulation/Intervention.

The move toward external regulation would

need to come either from the user/client or from the government.

The
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likelihood of client organizations pushing for government regulation
may be an area needing study.

Increase the Influence of the Sponsoring Association

Certification will result in prestige not only to the individual
and the field but also to the overseeing association (Bratton &
Hildebrand, 1980; Galey, 1979b).

The association will be in a posi

tion to control the field (Venable & Gilley, 1984).

Voss (cited in

Gilley, 1985), the Director of Professional Standards and Development
for ASTD, stated that certification is viewed as an income producer
for an association to help restrain the amount charged for membership
dues.

Associations will gain money (Bratton, 1984; Venable & Gilley,

1984) and members (Bratton, 1984) for supervising the certification
process.

A mandatory continuing education requirement, especially,

could be financially beneficial to the sponsoring association
(Phillips, cited in Gilley, 1985).

Job Security

Certification, by providing a criterion for employers, can give
greater job security to certificate holders.

Employment of the

unqualified outside the association or profession can be restricted
or even prevented (Bratton & Hildebrand, 1980).

It Is a way to

exclude potential competition and charlatans (Bratton, 1984).

Certi

fication can be used as a gatekeeper to create a "closed shop”
(Venable & Gilley, 1984), and perhaps to restrict the supply of
certified professionals (Palomba, 1981), possibly through the raising
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of standards.

The artificial restriction of supply is not considered

to be desirable, however.

This will be discussed in greater depth in

the section on unintended outcomes of certification.

Job security is

also increased through certification In that certified professionals
may have an edge in the job market when applying for a new position
or being considered for advancement (American Society for Personnel
Administration, Personnel Accreditation Institute, undated).

Areas

related to job security that may need to be studied are whether
certification might affect an organization's decision making regard
ing hiring, promoting, salary increases, and retention.

Summary

Certification, then, has many desirable purposes, goals, and
outcomes.

In the previous section, it was stated that these pur

poses, goals, and outcomes suggest the following problem areas that
may need to be studied:
1.

Prestige/effectiveness:

The training field may lack pres

tige which in turn may hinder effectiveness.
2.

Retention:

The lack of effectiveness and resultant lack of

recognition may encourage practitioners to leave the field.
3.

Selection:

It may be difficult to determine whether poten

tial training employees/consultants have the knowledge, skills, and
attitudes needed to perform the duties of the positions that must be
filled; and therefore, excessive time and money may be spent enabling
them to do their jobs.
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4.

Standards:

Practitioners may not commit themselves to high

standards of performance.
5. Motivation for development:

Practitioners may need exter

nal pressure/encouragement to develop the competencies they need to
perform at professionally successful levels.
6.

Academic preparation:

Students graduating from T&D/HRD

related programs may not have the skills needed to "hit the deck
running."
7. Academic program consistency:

The degree may fail to

reveal enough about the nature and scope of candidates' preparation
and, hence, their ability to perform.
8.

Outcomes:

Time and money may be Invested in programs that

do not deliver as promised.
9.

Ethics:

Charlatans or marginally competent practitioners

may engage in fraudulent, illegal, or unethical acts.
10. Harm to organization:

The organization might be damaged

when trying to remove an incompetent person from the job, the losses
outweighing the gains.
11.

Regulation:

If the T&D/HRD field doesn't regulate itself,

the government may intervene and impose regulations.
12.

Job security:

Whether certification might affect an orga

nization's decision making regarding hiring, promoting, salary in
creases, and retention.
Certification, then, has many desirable purposes.

For every

intervention, however, there are always both intended, usually desir
able, and unintended, can be desirable or not, outcomes.

Intended
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outcomes were looked at In this section.

Unintended outcomes of

certification are examined In the next section.

Other Possible Outcomes

The previous section presented and discussed the purposes, or
Intended outcomes, of certification.
also Important.

The unintended outcomes are

The following excerpt from Doing Good:

The Limits

of Benevolence, (Gaylin et al., cited In Danish & Smyer, 1981) ad
dresses the Importance of considering unintended consequences:
All interventions have consequences, and one of the things
we should learn to keep In the forefront of our conscious
ness Is that the most important consequences of any inter
vention almost always turn out to be those consequences
that were not intended, (p. 13)
Gross (1978) wrote that most people, even professionals, believe
in the myth of professional licensure but need to have their aware
ness raised.

After examining the historical, economic, and socio

logical research and scholarly opinion related to licensing, which is
legally mandated certification for persons wishing to engage in a
practice of some sort, Gross concluded that the claim of licensure to
protect the public is not supported by evidence, and rather, refutes
that claim.

He wrote, "The differences between what people believe

to be true about licensing and what is cited in this article indi
cates that the belief is maintained by myth and argues for the neces
sity of consciousness raising" (p. 1010).

So in the interest of a

balanced perspective, and out of respect for Murphy's Law, this
section will attend to potential unintended outcomes of certifica
tion.
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Academic Programs

Curricula Locked In Place

Olsou (1981), reporting on the second Invitational conference on
the Academic Preparation in T&D/HRD in 1981, recorded, "Finally . . .
participants [58 representatives from 47 universities] seemed to
agree that in view of a field continuing to emerge ... it is not
important at this time to get closure on boundary definitions.
Flexibility and creativity are essential to the emerging professions"
(p. 34).

Open boundaries are still important

growing and expanding field, yet some critics

to T&D/HRD

as anever

of certificationwarn

that the defined competencies could/would lock things in place so
that preparatory curricula would become static and inflexible, with
the faculty no longer having to deal with a dynamic field (Boothe,
1984; Westgaard, 1983).

With programs unresponsive to the changes in

generic competencies required, students could

be trained

onlyfor

obsolescence (Danish & Smyer, 1981).

Students Trained to Pass Examination

A second concern is that academic programs may focus on bringing
students to the point of passing the test without concern for excel
lence and competence (Boothe, 1984).

The focus on performance might

be sacrificed to an emphasis on performance on the test.
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Focus on Certification Rather Than on Competence

Paper Instead of Brains

Some think that certification is critical to insure competent
performance, while others, wrote Luke (cited in McCullough, 1981),
then chair of ASTO's Professional Development Committee, "drawing
from the Wizard of Oz, point out that when the scarecrow requested
brains all he got was a diploma" (p. 17). If the field is to bene
fit, certification must be viewed as a means to an end and not the
end itself (Coscarelli, 1984; Penland, 1982).

Chalofsky and Cerio

(1975b) wrote, "If certification is established for the field of
human resource development, it should be established because we
deserve to be certified due to demonstrated effectiveness, not be
cause we need to be certified in order to be effective" (p. 18).

Unfounded Assumption of Competence

The gap between credentialing and competence may be substantial.
Danish and Smyer (1981), writing about licensing of psychologists,
which can only be through accredited programs, stated, "The assump
tion is that applicants from accredited programs who pass the exami
nation will be competent providers.

Conversely, it is assumed that

applicants from other programs or those who do not pass the examina
tion are not competent to engage in the practice of psychology" (p.
14).

But the assurances of competence may be unfounded, Danish and

Smyer continued, "Licensing boards seem to focus on the entry level
aspects of assessing competence (the examination and the eligibility
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to sit for it)*

But they rarely evaluate complaints about incompe

tence because they have not defined what constitutes competent pro
fessional practice" (p. 16).

There is a danger of focusing energies

on certification rather than on competence (Boothe, 1984).

Perhaps

the potential failure is that of the organization failing to maintain
its watchdog role in which it exerts its influence to maintain the
relevance and integrity of the credentialing process.

Miller (1976)

wrote about this Important role:
The credentials must be equivalent to professional compe
tence in the field. The stature of the professional desig
nation must be sought and maintained in the eyes of those
who have achieved professional competence, those who are
the potential supply of candidates, the employers who seek
the services of professionally qualified personnel, admin
istrators and specialists, and those others whom the pro
fessional serves. Professional competence carries with it
responsibilities and trust, it is important that such obli
gations not be allowed to erode through time. In essence,
AAI [forerunner of the Personnel Accreditation Institute]
has a critical watchdog role to perform, (p. 45)

Close Down the Expansion of Technology and Thought
Psychological Pence

Some worry that certification might create a psychological fence
around the field that will discourage creative, innovative thinking
about it (Boothe, 1984; Coscarelli, 1984).

Boothe (1984) used the

analogy of the near collapse of manufacturing in the United States in
the last decade because things were locked in place.

Technical

growth industries are those who privately assumed the responsibility
for research, ongoing education, and training.

He predicted that

rather than enhancing the profession, certification "would stunt the
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growth of our profession and the associated technology.

That would

be sad because neither the profession nor the technology know what
they want to be when they grow up" (p. 20).

In response to this

argument, however, one must ask whether this has been certification's
affect on the field of medicine.

The answer to that question Is a

resounding, No!

Premature Solidification

Coscarelli (1984) wrote, "For new, emerging professions, certi
fication can be viewed as a rush for recognition and legitimation
before the field has fully evolved.

The results may be a premature

solidification of the profession's scope and the competencies of the
practitioners" (p. 24).

History must be considered here.

The train

ing and development field has been around for over 40 years as we
know it today.

Certification of training and development practi

tioners was first considered over 30 years ago.

Would certification

at this time constitute a "rush" and be "premature"?
Increase Costs of Services and Uneven Accessibility

Increased Cost of Preparation and Cost to Client/Employer

Education required in order to receive a certificate costs a
great amount of money.

If a person must gain a doctorate in order to

be a trainer and then pass a comprehensive test, the cost could
easily be over $40,000 (Westgaard, 1983).

This would increase the

cost of services, perhaps making the cost prohibitive and the
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service, therefore, unavailable to some clients or organizations.
Danish and Smyer (1981) indicated that the degree level of the pro
vider will "affect the costs dramatically” (p. 17).

Decreased Supply

The cost of the certificate and required education could also
discourage talented young people from choosing the career if appro
priate financial payoff were not waiting at the other end, thus
decreasing the supply of training and development professionals.

Limited Availability

A highly educated professional might be unwilling to work in
smaller organizations in a less sophisticated training environment,
or small rural community, thus limiting the availability of the best
training professionals.

Danish and Smyer (1981) pointed out that

"psychologists as well as other service providers are concentrated in
affluent urban locations" (p. 17).

Restricting Supply

Concern has been expressed that a certification procedure might
be used to restrict the supply of trainers.

Venable and Gilley

(1984) listed the desire to (a) create a closed shop and maintain the
gatekeeper role and (b) control the profession as two of seven mo
tives that encourage associations to develop certification programs.
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The Theory

Palomba (1981) explained the theory according to labor econo
mists:

an Increase In demand for labor tends to raise wage and

employment levels while an Increase In the supply of labor will tend
to decrease the wage level.

In this theory, quality Is normally not

discussed; all workers In a particular labor market are treated as
being about equally qualified.

Labor economists are critical of

processes that Interfere with this efficient market process.

In

their eyes, the only role a process such as certification would play
Is to place an artificial barrier which will "restrict supply (keep
out of the market some potentially qualified workers) and thus raise
the wage level of those working in the restricted labor market"
(p. 37).

Past Misuse of Power by Boards

Edwards and Green (1983), in discussing ways in which licensing
and certification have failed to benefit the public, refer to boards
having used "their rulemaking powers to restrict competition and
exercise control over the supply of practitioners by setting exces
sively high standards or by using exclusionary testing procedures"
(p. 43).

Fortunately, this is more of a problem with licensure than

with certification since the noncertified are still allowed to prac
tice.
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Potential Misuse of Power

But, as Coscarelli (1984) pointed out, if an organization could
convince employers that certification is an important part of a
resume, it could control access to employment of not only the un
qualified but also the potentially qualified who, for some reason,
fail to meet one or more certification criteria.

Safeguard

Palomba (1981) stated that restricting supply in this way should
be discouraged, and added,
Fortunately, when accreditation [Personnel Accreditation
Institute uses the term accreditation for what has been
defined as certification; it refers to the individual
rather than the institution] is used to inefficiently re
strict supply it can be Identified. This follows from the
fact that in order to restrict supply an accreditation
process must be able to make the accreditation a necessary
condition of employment. Thus, whenever society notices an
accreditation procedure which is attempting to convince
federal or state or local governmental units that employ
ment . . . should be denied to anyone who does not possess
a certain accreditation certificate, then society should be
alert, (p. 38)

Professionals Might Not Choose to Be Certified

Bratton and Hildebrand (1980) wrote that it is too early to
speculate about the AECT certification effort, "A declaration by an
association that it will create a professional certification program
does not make that program a reality" (p. 49).

Much time and work

goes into creating, testing, and administering; but then ultimately
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the professionals In the field will decide its fate; they must volun
tarily choose to seek certification.

Lack of Protection of and Accountability to the Public

Mediocrity Only Guaranteed

Certification will not guarantee that an individual can fill a
client's needs; it may be that the best it "can guarantee is medioc
rity" (Boothe, 1984, p. 19).

Service Giver's Self-Interest Protected

As Gross (1978) pointed out, licensure has rarely been sought by
the public; rather it has been sought by the professionals in the
field who wished to be licensed.
certification meant to serve?

This raises the question, who is

After examining research and litera

ture relative to professional certification, Gross concluded,
Licensing arrangements do not seem to be providing the
structure for effective solutions to the problems of de
livering quality care in the health and helping services.
Instead, the evidence overwhelmingly supports the conclu
sion that licensing maintains a structure that is in the
self-interest of the service giver and in opposition to the
public interest, (p. 1015)

Institutionalized Lack of Public Accountability

Gross (1978) wrote, "Licensing actually results in the institu
tionalization of a lack of accountability to the public" (p. 1015).
He also stated,
Licensing has been the Instrument used to restrict practice
to professionals, who have claimed it was in the public
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interest to do so. There is no good evidence to support
these claims. 0£ the evidence found, some is Inconclusive
or insufficient on some points, but mainly the research
refutes the claim that licensing protects the public.
(p. 1009)

Drain on Organizational Resources

Rather than an additional source of revenue, certification may
drain away additional money and staff time.

Many of the organiza

tions in the Miller (1976) study reported difficulty in grading
exams.

Resources required to grade the exams would increase accord

ing to how closely it resembles reality; true or false/multiple
choice questions take less time than essay/problem-solving questions,
which take less time than assessment center/simulations.

Invalid/Unreliable Instruments

Because of the difficulty in defining/measuring competence,
instruments may lack validity and reliability.

Competencies are not

easily defined, having both cognitive and noncognitlve components.
Ill-Defined Competency Statements
Bratton and Hildebrand (1980) wrote, "Ill-defined or incomplete
competency statements hastily constructed in the process of estab
lishing certification can misrepresent the field . . . mislead the
professional preparation programs, and generally incur the wrath of
practitioners"(p. 24).
Bratton and Hildebrand (1980) continued,
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The cognitive-knowledge component Is most easily assessed;
however, some dimensions are difficult, if not impossible,
to assess formally and rigorously with present measurement
and evaluation methods. Testing Instruments and procedures
that are invalid or unreliable can Invalidate a certifica
tion program, (p. 24)

Some Competency Decisions Are Relative Judgments

To this discussion, Danish and Smyer (1981) would add that
"decisions on competence and ethical behavior are relative judgments”
(p. 16), adding to the difficulty of constructing a measurement
instrument or a valid and reliable process.

Litigation

The associations Miller (1976) surveyed were concerned that
their testing programs might be testing unfairly.

Miller wrote,

As a general observation, programs will remain vulnerable
as long as the certification groups fail to operationalize
definitions of what a professional must do within the
respective field, how performance is to be measured, and
whether or not predictors of performance have any relation
ship with successful performance. If certification pro
grams become subject to litigation, it seems likely that
the various professional associations will be required to
move away from testing unless the predictors can be empiri
cally determined to be valid, (p. 32)
It is conceivable that organizations could devote a considerable
amount of time and money into an unusable certification program.
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Multiple Paths, Competing Organizations, and Anarchy

Competition

Because of the benefits to the sponsoring organization, there is
a possibility and danger of multiple certification procedures being
developed followed by dysfunctional organizational competition.
Miller (1976) wrote, "Standing in the shadows is the spectra of
competing organizations [in which other organizations are] competing
for their members and depreciating the value of being certified by an
organization other than their own" (p.

30).

Coscarelll (1984) writing about the potential problem, painted
this scenario:
One can imagine each professional society establishing an
"independent" certification agency. Thus with four or five
certificates, there will inevitably come three or four
different training programs developed by private consul
tants who have recently been certified. Quality control in
certification procedures will certainly suffer as profes
sional energies are drained to construct multiple sets of
certification procedures. In a short time, the certifica
tion process will become a matter of competing groups, each
touting their process as best. In a couple of years all
but the charlatans and the true believers will have given
up. (p. 21)

Cooperation

The Miller (1976) study reported that four computer systems
societies joined together to sponsor a certification program.

In

order to do this, an autonomous institute sponsored by all was formed
with its own administrative director and staff.

At the time of his

writing (1976), the effort was a moderate success.

This also avoided

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

59
competition between major, related societal certification efforts.
For the training field, the International Board of Standards for
Training, Performance, and Instruction formed in December of 1984 may
become such an agency.
Miller (1976) summarized,
Credentialing as a concept is here to stay. Whether there
will continue to be the splintering and proliferation of
programs is difficult to say. What we may see is centrali
zation of credentialing into professional families. It may
not be economically feasible or wise for each splinter
group to go on its way. Perhaps there will be basic cre
dentials for common professions and then specific creden
tials in subspecialties. (p. 48)

Impossible to Dismantle

If, instead of a treasure chest, the certification effort turns
out to be Pandora's Box, some fear it may be difficult, if not
impossible, to dismantle (Bratton & Hildebrand, 1980).

Therefore,

before implementing a certification program, all the unintended out
comes must be considered and safeguards built in.

Summary

While certification and its antecedents has at least a 2,000
year history, the first record of its consideration by the training
profession was in 1953.

The field had not evolved sufficiently at

that time, however, and serious consideration wasn't again given to
certification until 1972, when it was again voted down by the ASTD at
the national conference in Houston.

In 1976, however, the process

was initiated that has led to serious consideration of and movement
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toward certification of training professions by the major training
associations, ASTD and NSPI.
Many purposes are offered as justification for a certification
program, including the following, suggested by Venable and Gilley
(1984):

(a) to enhance the prestige of the field, (b) to assure

professional competence, (c) to Improve academic programs, (d) to
protect the client/employer, (e) to avoid external regulation, (f) to
increase the Influence of the certifying society or association, and
(g) to stabilize individual job security.

Primary justification for

a certification program has been offered by the argument that it
would help the consumer, employers, and contractors of T&D/HRD prac
titioners.

Proponents of certification suggest that the following

problems, Inferred from the purposes of certification, may be serious
enough to warrant the development and implementation of a certifica
tion program for training practitioners:
1.

Prestige:

The training field may lack prestige which in

turn may hinder effectiveness.
2.

Retention:

The lack of effectiveness and resultant lack of

recognition may encourage practitioners to leave the field.
3. Selection:

It may be difficult to determine whether poten

tial training employees/consultants have the knowledge, skills, and
attitudes needed to perform the duties of the positions that must be
filled and, therefore, excessive time and money may be spent enabling
them to do their jobs.
4. Commitment to high standards:

Practitioners may not commit

themselves to high standards of performancie.
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5. Motivation for self-development:

Practitioners may need

external pressure/encouragement to develop the competencies they need
to perform at professionally successful levels.
6. Adequacy of academic preparation:

Students graduating from

T&D/HRD related programs may not have the skills needed to "hit the
deck running."
7.

Consistency of academic preparation:

The degree may fail

to reveal anything about the nature and scope of candidates' prepara
tion and, hence, their ability to perform.
8.

Outcomes:

Time and money may be invested in programs that

do not deliver as promised.
9. Ethics:

Charlatans or marginally competent practitioners

may engage in fraudulent, illegal, or unethical acts.
10. Harm to organization:

The organization might be damaged

when trying to remove an Incompetent person from the job, the losses
outweighing the gains.
11.

Regulation:

If the T&D/HRD field doesn't regulate itself,

the government may intervene and impose regulation.
12.

Job security:

Certification might affect an organization's

decision making regarding hiring, promoting, salary increases, and
retention.
No empirical evidence exists, however, to Indicate that these
problems have been experienced by employers; neither does it indicate
whether employers think a certification program would alleviate the
problems.

Some professionals think that there is little to indicate

that certification would meet any real organizational or consumer
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needs.

Opponents of certification have explained that certification

may have negative consequences which may outweigh the benefits.
These negative consequences Include the following:
1. The curricula of a field continuing to emerge may be pre
maturely locked in place.
2.

Academic programs may begin to focus on preparing students

to pass the test without concern for excellence and competence.
3.

Certification may be viewed as an end rather than a means to

an end, and a paper test substituted for demonstrated effectiveness.
4.

The gap between credentialing and competence may be substan

5.

Certification might create a psychological fence around the

tial.

field that will discourage creative, innovative thinking.
6.

Certification could bring premature solidification of the

profession's scope and competencies of the practitioner.
7.

The increased cost of preparing practitioners, passed on to

the consumer, may increase the cost of services making cost prohibi
tive and services, therefore, unavailable to some organizations.
8.

The cost of required education could also discourage tal

ented young people from choosing the career if appropriate financial
payoff were not waiting at the other end.
9.

Highly educated professionals might be unwilling to work in

smaller organizations, in a less sophisticated training environment,
or small rural communities, thus limiting the availability of the
best training professionals.
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10.

The certifying board might purposefully set excessively

high standards to exercise control over the supply of practitioners
to reduce supply and restrict competition.
11.

Professionals might not choose to be certified and the

development, therefore, a wasted effort.
12.

Certification may guarantee mediocrity only.

13.

Certification may serve practitioners' self-interest more

than the client's.
14.

Certification may drain away additional money and staff

time.
15.

Instruments used may lack validity and/or reliability.

16.

If the testing program is perceived as unfair, considerable

amount of time and money could be spent on litigation and an unusable
certification program.
17.

Competing certification programs could be developed and

marketed, resulting in anarchy.
18.

If the certification program turns out to be Pandora's Box,

it may be difficult, if not impossible, to dismantle.
Given this list of potential, dysfunctional outcomes of a certi
fication program and the enormous loss of time and money they repre
sent, it is imperative that the need for a certification program be
verified before a costly program is developed and Implemented.

If

the justification offered for the program is its benefit to client
organizations, then the problems suggested by the arguments of certi
fication's proponents must be verified by empirical research, and
client organizations should be given a chance to express an opinion
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concerning the efficacy of a certification program In resolving these
problems, where they may exist.
In this study, an attempt was made to gather data which would
provide Information concerning the existence of problems In Fortune
500 companies for which certification might be a solution and of
these employers' perception of certification's efficacy In resolving
those problems.

The methodology employed In the study will be de

scribed In the following chapter.
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CHAPTER III

METHODOLOGY

The purpose of this study was to collect data concerning employ
ers' perception of the presence of problems for which certification
might be considered a solution and their opinion regarding the effi
cacy of certification as a solution to those problems.

The following

chapter explains the methodology employed in the study; it includes a
discussion of the subjects, instrument, and procedures utilized.

Subjects

In selecting subjects, the goal was to tap the most extensive
experience in the selection, utilization, and evaluation of T&D/HRD
professionals in organizations with the fewest subjects.

In deter

mining how to do this, organizations such as hospitals, human service
agencies, businesses, governmental agencies, and others were consid
ered.
After consideration of each, the assumption was made that
Fortune 500 companies, because of their size, might do a large amount
of training and that representatives of these companies would, there
fore, have extensive experience in the hiring and contracting of
T&D/HRD professionals.
selected for the study.

Fortune 500 companies were, therefore,
One hundred companies were selected from

Fortune's list of, "The 500 Largest U.S. Industrial Corporations

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

66
Ranked by Sales" (1985, pp. 256-270) by simple random sampling using
a random number table, the Initial starting point determined by the
throw of a die.

Of the original 100 selected, 5 flatly refused to

participate in the study because of company policy or lack of time,
and replacements for these were chosen by continuing down the random
number table.
The question had to be resolved of whom within the organization
should be selected to represent each Fortune 500 company.

At first

the personnel director, as the gatekeeper of the organization, was
considered.

This option was discarded at the suggestion of members

of The International Board of Standards for Training, Performance,
and Instruction, who suggested that the personnel director was
probably not the true gatekeeper for T&D/HRD professionals in organi
zations of this size.

The vice president of employee relations, or

its equivalent, as the person directly responsible for hiring the top
T&D/HRD professional and indirectly for other T&D/HRD professionals,
was next considered.

This option was discarded during pilot testing

when it was suggested that in organizations of this size the vice
president (a) would have little direct knowledge concerning the
questions asked in the questionnaire and (b) would likely delegate
the task, probably to the highest ranking person responsible for
T&D/HRD.
The decision was made, therefore, that the representative of
each organization should be the highest ranking person in the organi
zation directly responsible for and knowledgeable concerning the
selection, utilization, and evaluation of T&D/HRD professionals in
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the organization.

The name of the individual best fitting this

description was obtained from each company by telephone.

If, after

receiving the name, there was any doubt in the researcher's mind as
to whether he or she was the appropriate person, a follow-up call was
made to the suggested individual's office in order to try to ensure
his or her being the correct person in the organization to supply the
needed information.

A list of respondents' titles and the titles of

the persons to whom they report has been given in Appendix A. Direc
tions included on the questionnaire asked that it be completed by the
person in whose name it was sent.

Instrument

After considering alternative methods of data gathering, it was
determined that a mailed questionnaire would be the most cost effec
tive.

A personal or telephone interview would perhaps provide the

best opportunity for gathering information, but the cost would be
prohibitive, and (as was verified later when pilot testing the in
strument) obtaining an appointment for a personal interview with
people at this level of responsibility would likely be difficult and,
in some cases, impossible.

An analysis of personnel records would be

costly to the researcher and, because of confidentiality, impossible
at some organizations, depending upon their personnel policy.

While

a survey would depend on the respondent's opinion and recollection
and would not allow follow-up questions for clarification, it would,
however, provide an opportunity to ask many questions which could be
answered at the convenience of the respondent, hopefully increasing
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the response rate.

A survey using a written questionnaire would also

be relatively Inexpensive to conduct and the data would be easy to
analyze.
A four-part questionnaire was constructed which was based on a
review of relevant literature and In consultation with representa
tives of both the ASTD and NSPX, as well as dissertation committee
members.

The Initial questionnaire was sent to a panel of experts

and dissertation committee members and was twice revised In accord
with their suggestions.

It was then pilot tested with two members of

the target population and was then revised, Incorporating suggestions
concerning the clarity and appropriateness of Individual Items.

Key Terms

Since the key terms used in this study may have had different
meanings for different people, respondents were asked to become
familiar with the following terms and definitions as they were used
in this study:
Certification:

the process by which an organization or an

independent external agency recognizes Individual practitioners for
possessing specified skills at a prescribed level of knowledge and/or
performance.
Manager of training and development:

person responsible for

planning, organizing, staffing, and controlling T&D/HRD operations or
projects and of linking T&D/QRD operations with other organizational
units.

May supervise one or more T&D/HRD specialists.
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Training and development specialist:

person who performs

T&D/HRD tasks and activities, such as needs assessment, instructional
design, training, and evaluation of training.
External training and development consultant;

a helper hired,

because of T&D/HRD expertise, who has minimal or no organizational/
political relationship with the client system; includes vendors of
training programs.

Problem Areas Addressed

In the previous chapter, it was stated that the many purposes
and goals of certification imply certain problem areas that may need
to be studied:
1.

Prestige:

The training field may lack prestige which in

turn may hinder effectiveness.
2.

Retention:

The lack of effectiveness and resultant lack of

recognition may encourage practitioners to leave the field.
3. Selection:

It may be difficult to determine whether poten

tial training employees/consultants have the knowledge, skills, and
attitudes needed to perform the duties of the positions that must be
filled and, therefore, excessive time and money may be spent enabling
them to do their jobs.
4.

Commitment to high standards:

Practitioners may not commit

themselves to high standards of performance.
5. Motivation for self-development:

Practitioners may need

external pressure/encouragement to develop the competencies they need
to perform at professionally successful levels.
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6*

Adequacy of academic preparation:

Students graduating from

T&D/HRD related programs may not have the skills needed to "hit the
deck running."
7.

Consistency of academic preparation:

The degree may fail

to reveal anything about the nature and scope of candidates' prepara
tion and, hence, their ability to perform.
8.

Outcomes:

Time and money may be invested in programs that

do not deliver as promised.
9. Ethics:

Charlatans or marginally competent practitioners

may engage in fraudulent, illegal, or unethical acts.
10. Harm to organization:

The organization might be damaged

when trying to remove an Incompetent person from the job.
11.

Regulation:

If the T&D/HRD field doesn't regulate itself,

the government may intervene and impose regulation.
12.

Job security:

How can an individual influence an organiza

tion's decision making regarding hiring, promoting, salary increases,
and retention and reap personal rewards.
These problem areas were used in the development of specific
questionnaire items which appeared in the first two parts of the
four-part questionnaire described in the next section.

Four Parts of the Questionnaire

The questionnaire was divided into four parts addressing prob
lems experienced, opinion regarding certification's effectiveness as
a solution to those problems, likely organizational behavior if a
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certification program were available, and demographic data on par
ticipants .

Part 1

Part 1 lists common problems that organizations might have
experienced in attempting to find, utilize, and evaluate persons to
fill the positions of training manager, training specialist, or
training consultant.

Respondents were asked to read each problem and

circle yes ("Y") if his or her company has experienced the problem
one or more times within the last 2 years, and no ("N”) if not.

The

problem areas named aoove were developed into the following question
naire items listed in the order in which they appear on the question
naire.

The short identifier preceding each is used for discussion

purposes here and did not appear on the questionnaire.
1.

Selection:

"We have had difficulty determining whether

potential T&D/HRD employees/consultants have the knowledge, skills,
and attitudes needed to perform the duties of the position we wanted
them to fill, and have, therefore, spent a lot of time and money
enabling them to do their jobs."
2. Adequacy of academic preparation;

"We have found that new

T&D/HRD practitioners who were hired directly out of school primarily
because of their academic preparation in T&D/HRD were not adequately
prepared to perform the duties of the position for which they were
hired."
3.

Consistency of academic preparation:

"We have found that

having a degree in T&D/HRD reveals little about the nature and scope
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of a candidate's preparation."
4.

Outcomes:

"We have hired/contracted a training practi

tioner who did not deliver as promised."
5.

Ethics:

"We have hired/contracted a training practitioner

who participated in fraudulent, illegal, and/or unethical acts."
6.

Harm to organization:

"We have experienced damage to our

organization by trying to remove an incompetent training practitioner
whom we had hired/contracted."
7. Commitment to high standards:

"We have found training

practitioners that do not commit themselves to high standards of
performance."
8.

Motivation for self-development:

"We have found that

training practitioners need external pressure/encouragement to de
velop the competencies they need to perform at professionally suc
cessful levels."
9.

Prestige:

"We have found that the effectiveness of train

ing practitioners has been hindered by the field's lack of prestige."
10.

Retention:

"We have found that talented, experienced prac

titioners are leaving the training field because of lack of recogni
tion and prestige."

Part 2

The list of common problems given in Part 1 was also used in
Part 2. Respondents were asked to read each problem and regardless
of their experiences with the problem, as indicated in Part 1, con
sider the question:

"Would the availability of a pool of certified
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T&D/HRD professionals represent an effective solution to the prob
lem?"

They were asked to respond by circling the appropriate answer,

"Y" if yes, and "N" if no.

The items from Part 1 were modified

somewhat for Part 2 to fit the stem, "A pool of certified T&D/HRD
professionals would be an effective solution in":
appear in Part 2 are listed below.

The items as they

Again, the short identifier

preceding each statement has been included for discussion purposes
here and did not appear on the questionnaire.
1.

Selection:

"Eliminating the need to spend a lot of time and

money for the purpose of enabling potential Training and Development
employees or consultants who lack some of the knowledge, skills, and
attitudes needed to perform the duties of the roles that need to be
filled."
2.

Adequacy of academic preparation:

"Determining the adequacy

of new Training and Development practitioners hired directly out of
school because of their academic preparation in T&D/HRD, to perform
the duties of the roles for which they were hired."
3.

Consistency of academic preparation:

"Determining the

nature and scope of a candidate's preparation by virtue of his/her
having a degree in T&D/HRD.”
4.

Outcomes:

"Hiring or contracting with training practition

ers who then fail to deliver as promised."
5.

Ethics:

"Hiring or contracting with training practitioners

who then participate in fraudulent, illegal, and/or unethical acts.”
6.

Harm to organization:

"Having one's organization damaged by

trying to remove an incompetent training practitioner."
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7. Commitment to high standards;

"Hiring or contracting with

training practitioners that do not commit themselves to high stan
dards of performance."
8.

Motivation for self-development:

"Encouraging T&D/HRD

practitioners to develop the competencies needed to perform at
professionally successful levels by applying external pressure."
9.

Prestige;

"Increasing the field's prestige, thus increas

ing the T&D/HRD practitioner's effectiveness."
10.

Retention;

"Increasing the level of recognition and pres

tige of professionals in the field, thus reducing the exiting of
talented and experienced professionals from the field."

Part 3

Part 3 was developed to address some general questions.

First,

after having responded to Parts 1 and 2, the respondent's overall
response to certification was requested. The respondents were asked
to respond yes ("Y") or no ("N”) to the statement, "A certification
program for T&D/HRD professionals would benefit our organization."
Then, since the success of a certification program depends on
professionals choosing to be certified, some questions were asked to
determine what rewards or benefits organizations might offer to
motivate T&D/HRD professionals to seek certification.

These also

related to the suggestion that certification might be a means to
greater job security and might give certificate holders an edge on
the market, as discussed in the previous chapter.

Each respondent

was asked to react to the statements, "All else being equal, our
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organization would be likely to give preference to a certified candi
date in (a) hiring, (b) promoting, (c) salary increase, and (d)
retention," and "If a certification program were offered by a major
training society/association, we would offer incentives to encourage
our T&D/HRD staff to seek certification."
Finally, in response to the suggestion that governmental regula
tion may be close at hand if the field fails to set its own stan
dards, the respondent was asked to consider the statement, "If the
T&D/HRD field does not formulate and enforce its own performance
standards, our organization would probably support governmental regu
lation (i.e., the setting of standards) of the training profession.”
Bills are already before Congress concerning the training field, but
the question remains as to whether organizations would support gov
ernment regulation of the training field.

Part 4

Most items included in this section addressed the issue of the
credibility of information given:

Who were the respondents?

long have they been in the field?

What is their professional identi

fication?
experience?

How

With how many T&D/HRD professionals have they had direct
A final item was included to probe recruitment prac

tices.
The finalized questionnaire (found in Appendix B), having been
developed from the literature and critiqued by both experts and
representatives of the population sampled, was used to attempt to
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collect data from 100 representatives of Fortune 500 companies using
the procedures described In the following section.

Design Parameters

In the process of determining the content of the questionnaire,
three design parameters were set.

Respondents were asked to respond

to (a) problems for which certification had been offered as a solu
tion, rather than to a set of problems which also Included those
unrelated to certification; (b) potentially positive outcomes of
certification, not to potential dysfunctions; and (c) certification
as a solution, rather than to an array of alternative solutions from
which to choose or rank.

With these parameters set, certification

would be enabled to make Its best showing.

Here dlstractors, nega

tive outcomes, and alternatives presented for consideration, any
resulting differences In opinion expressed would have been expected
to be In the direction less favorable toward certification rather
than more favorable.

Procedures
Data were collected using three mailings, the first on September
8, 1986, the second on September 29, and the third on October 29,
following follow-up calls.

First Mailing

The questionnaire, cover letter, and stamped, addressed return
envelope were mailed to 100 randomly selected representatives of

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

77
Fortune 500 companies on September 8, 1986.

Participants were asked

to complete and mail the questionnaire on or before September 22,
1986, 2 weeks from the date of first mailing.
to enable selective follow-up.

Code numbers were used

(A copy of this cover letter and the

cover letters for the two subsequent mailings are included in Appen
dix B.)

Second Mailing

Three weeks after the first mailing, on September 29 a second
questionnaire, cover letter, and stamped, addressed return envelope
were mailed to those who failed to respond.

Participants were asked

to respond on or before October 13, 1986.

Third Mailing

Beginning on October 20, follow-up calls were made to non
respondents.

Effort was made to speak directly to the person to whom

the questionnaire was mailed.

When this was not possible, a message

was left with the individual’s secretary.

When this was done, his or

her help was requested in obtaining a response to the questionnaire.
The person telephoned was first asked if the questionnaire had
arrived, then the importance of the study was explained, and then the
Individual was asked if the questionnaire would likely be completed
were another sent.

Persons not responding negatively to this ques

tion were sent another questionnaire, each one containing a hand
written note on yellow Post-It note pad paper, thanking them for
their willingness to take a few minutes to complete the
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questionnaire.
Those not responding were contacted by telephone to determine
their reasons for nonresponse.

Total response rate was 59%.

Analysis and Interpretation of the Data

The primary purpose of this study was to collect descriptive
data that might be available for use in decision making by training/
HRD associations.

An attempt has been made to present and interpret

data in a way that will be perceived as useful to those for whom it
was intended.

Data Analysis

Percentages were calculated and 95% confidence intervals re
ported.

In order to obtain overall percentages for each question and

for each job category, the formula [(%^ x n^) + (%2 x
(%k x nk)]/(ni + 1J2 . . . nk) was used.

***

The binomial test for

population proportions (Hinkle, Wiersma,'& Jurs, 1979, pp. 183-187)
was used to determine whether population proportions were greater
than the constant 20%, as explained below in the section on the
interpretation of data.

The binomial test for population proportions

was also used to determine for which questions and problems the
population proportions were greater than the constants 30%, 40%, and
50%; this allowed comparison of the relative severity of various
problems.

In order to determine whether organizations had experi

enced problems equally among the three job categories or whether
problems were experienced more or less frequently in regard to one
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job category, the chi-square test of Independence for k-sample case
(Hinkle et al., 1979, pp. 346-348) was used.

The phi coefficient

(Hinkle et al., 1979, pp. 99-101) was calculated to determine whether
there was a correlation between Part 1 and Part 2 responses.

"The

phi coefficient is a special case of the Pearson £ which is used when
both variables are discrete dichotomies" (Hinkle et al., 1979,
p. 101).

In calculating the phi coefficient, a 2 x 2 bivariate fre

quency table or contingency table is used.

The frequencies used in

calculating the coefficient were also presented to enable examination
by the reader of various Part 1-Part 2 pairs:

yes-yes, yes-no, no-

yes, and no-no.

Data Interpretation

Several questions had to be addressed in interpreting the data:
(a) At what point would each (of 30) potential problem be judged a
problem?

(b) Given a set of potential problems judged to be prob

lems, what markers could be established to enable discussion of
levels of problems and comparison among them?

(c) Given a set of

problems, at what point would it be judged that the collective prob
lem was serious enough to warrant intervention?

(d) At what point

for each problem would the potential solution, certification, be
judged a likely effective solution for the problem?

(e) Given a set

of problems and given a set of problems for which certification has
been judged a likely effective solution, collectively when would a
solution be considered a solution for a serious problem?
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Expert opinion was collected in an attempt to answer these
questions.

The person sometimes attributed to be the originator of

the term human resource development was consulted first.

He stated

that the problems had a statistical solution, that was independent of
content, therefore, he could not help.

In response to his sugges

tion, three persons knowledgeable in research and statistics were
consulted.

These persons agreed that the problem had no statistical

answer but rather a philosophical one which had to be addressed
somehow by experts in the field.
ing field was then contacted.

A top, respected name in the train

He agreed that the problem was not

statistical, but further stated that any level set as a constant for
comparison would be arbitrary since the study collected data neither
on the frequency of occurrence of the problem nor on its cost or
consequences to the organizations experiencing it.
When asked, If you were thinking about developing a program that
would be expensive and time consuming to develop and implement, and
if you decided that you first wanted to verify the existence of a
problem before proceeding to develop the product, in what percentage
of your client organizations, at a minimum, would you want to see a
need before you proceeded to develop your product?

He responded with

10%, giving certain qualifications that might increase or decrease
that percentage slightly, depending upon the circumstances.
Because a program of certification would be expensive to develop
and implement, and because it carries with it the possibility of
negative consequences, setting a higher percentage level as a basis
for separating problems from nonproblems seemed appropriate.

Twenty
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percent was chosen as the cutoff point.

Markers were then estab

lished to allow discussion of various levels of problems; they were:
40% or higher, 30% or higher, 20% or higher, and less than 20%.
The binomial test was used to determine for which questions the
percentages were greater than these markers to a degree that was more
than by chance, using a - .05.
The next question was, given a set of verified problems, in what
way would it be judged that the collective problem constituted a
serious problem warranting intervention.

While lower levels might

justifiably have been set, in this study the 20/20 principle was
applied to this question and the others.

That is, were at least 20%

of the problems experienced by at least 20% of the organizations
surveyed; this would represent an extensive problem, and the collec
tive problem would, therefore, be considered serious enough to war
rant intervention of some sort.
The rationale for choosing the 20/20 markers was as follows:
Any of the 10 common problems could cost, per incidence, anywhere
from $1,000 to $80,000 and upwards.

Somewhat arbitrarily choosing a

conservative figure of $5,000 and using the 20/20 principle, the cost
of the collective problem would be:

$5,000 x 6 problems (20% of 30

possible problems) occurring once each x 100 (20% of 500 Fortune 500
companies) companies ■ $3,000,000 over a 2-year period, or $1,500,000
per year.

This amount of money would provide 30 professionals a

total compensation package of $50,000 a year.

While the figure may

or may not be large when considering corporate budgets in organiza
tions of this size, it also is too large to ignore and, therefore,
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provided a reasonable base at which to start.
The next questions considered were when would the potential
certification solution be considered a solution, and when would It be
considered a likely and efficacious solution to a serious problem?
Using the 20% principle, certification would be considered a likely
and effective solution to a problem when at least 20% of the respon
dents agreed that It might be.

Certification would be considered a

likely and effective solution to a serious problem if for 20% of the
30 possible problems (10 problems x 3 job categories) 20% of the
respondents indicated the potential problem was experienced in the
last 2 years, and 20% viewed certification as an effective solution.
The results of the data analysis and interpretation of the data
are explained in the chapter that follows.
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CHAPTER IV

DATA ANALYSIS AND FINDINGS

The purpose of this study, as stated previously, was to collect
data concerning employers' perception of the presence of problems for
which certification might be considered a solution and their opinion
regarding the efficacy of certification as a solution to those prob
lems.

The following chapter explains the method of data analysis

employed and the principal findings.
Explained, in turn, will be analyses and findings concerning
(a)

the sample's characteristics, (b) the response rate, (c) common

problems perceived, (d) opinion regarding the efficacy of certifica
tion as a solution, and (e) opinion regarding organizational benefit
and behavior were a program of certification implemented.

Sample

Demographic data were collected on participants in the study.
Titles of participants included 5 vice presidents, 26 directors, 25
managers, 1 associate, and 1 consultant.

Of these, 6 report to the

president, CEO, COO, or chairman of the board; 29 report to vice
presidents; 16 report to directors; 2 to general managers; and 5 to
managers (see Appendix A for a list of titles and reporting relation
ships).

Other Information is shown in Table 1.

83
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Table 1
Summary of Demographic Data

Freq.

%

Years in present position
Less than 2 years

16

27

2-5 years

10

17

More than 5 years

32

54

1

2

Did not provide this information

Years in T&D/HRD with present company

Less than 2 years

12

2-5 years

10

17

More than 5 years

32

54

5

8

14

24

Did not provide this information

20

Total years in T&D/HRD

5 years or less
6-10 years

9

15

11-15 years

7

12

22

37

7

12

16 or more years
Did not provide this Information
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Table 1— Continued

Freq.

%

53

90

Sex

Male
Female

4

7

Did not provide this information

2

3

Age

Under 30

2

3

30-39

9

15

40-49

27

46

50-59

17

29

4

7

ASTD

39

66

NSPI

5

8

0STD and AECT

0

0

AMA

18

31

ASPA

12

20

60 and up

Professional memberships

As a group, In the last 2 years, the companies participating
have hired/contracted 54 T&D/HRD managers, 99 T&D/HRD specialists,
and 337 external T&D/HRD consultants.

Currently employed or under
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contract in these organizations are 256 T&D/HRD managers, 508 T&D/HRD
specialists, and 300 external T&D/HRD consultants.

T&D/HRD profes

sionals in these organizations are recruited, in order of frequency
listed, through:

networking, regular management development rota

tion, job posting, newspaper ads, private employment agencies, pro
fessional journals, applications on file, and colleges and universi
ties.

Response Rate

Of 100 questionnaires, 13 were returned after the first mailing,
12 after the second, and 34 after the third, for a total response
rate of 59%.

This compares favorably with a recent study of T&D/HRD

in Fortune 500 companies which reported a response rate of 56%
(Ralphs & Stephan, 1986).
The question had to be addressed of whether the response rate
affected the assumption of randomness and, therefore, the representa
tiveness of the sample.

Nonrespondents were telephoned; they gave

reasons for not responding such as company policy prohibited it, they
were too busy, the training function had been recently eliminated or
begun, or they were not interested in the study.

Again, these are

similar to reasons listed by Ralphs and Stephan (1986).

Of the

reasons for nonresponse given, all but the last one were judged
unlikely to affect either yes or no responders more.

Nonrespondents

indicating disinterest might have had more negative attitudes toward
certification than the population as a whole, or they might simply
have been disinterested in questionnaires and other time-consuming
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tasks that appeared irrelevant to work needs.

At any rate, of the

nonrespondents reached by telephone, only two Indicated disinterest;
therefore, the assumption of randomness was maintained and the sample
assumed to be representative of the population.

Common Problems Perceived

Part 1 of the questionnaire presented 10 common problems pur
ported to be experienced by companies attempting to find, utilize,
and evaluate persons in the positions of training manager, training
specialist, or external training consultant.

Each respondent was

asked to read the problem; and if his or her company had experienced
the problem one or more times within the last 2 years, to circle "Y"
(yes) under the appropriate heading, and if not, to circle "N" (no).
Table 2 displays data collected regarding the 10 problems as
they were experienced in each of three T&D/HRD roles.

For each

question, ji and the percentage of respondents answering yes and no
are given.

Below are the 10 questionnaire items from Part 1, each

preceded by a short identifier (italicized) used for each in Table 2:
1.

Selection: "We have had difficulty determining whether

potential T&D/HRD employees/consultants have the knowledge, skills,
and attitudes needed to perform the duties of the position we wanted
them to fill, andhave, therefore, spent a
enabling them to
2.

Adequacy

lot of time and money

dotheir jobs.”
of academic preparation;"We have found

that new

T&D/HRD practitioners who were hired directly out of school primarily
because of their academic preparation in T&D/HRD were not adequately
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Table 2
Common Problems Experienced:

Percentages and Frequency Distribution
External
consultants

Specialists

Managers
Problem

1 . Selection

2.

3.

4.

5.

Adequacy of academic
preparation

Consistency of academic
preparation

Outcomes

Ethics

Yes

No

89.7

%

10.3

n

6

%

23.9

76.1

n

11

35

52

%

45.1

54.9

*

23

28

%

18.2

81.8

n

10

45

%

0.0

n

0

Total
n

No

21.1

78.9

12

45

32.7

67.3

46

16

33

52.0

48.0

51

26

24

58

25.5

74.5

55

14

41

57

0

100.0
57

Yes

0.0

Total
ii

No

22.8

77.2

13

44

30.4

69.6

49

14

32

51.9

48.1

50

27

25

57

46.4

53.6

55

26

30

5.3

94.7

56

3

54

100.0
56

Yes

Total
n_

57

46

52

56

57
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Table 2— Continued

Managers

External
consultants

Specialists

Problem

6.

Harm to organization

7.

Commitment to high
standards

8.

Motivation for self
development

9.

10.

Prestige

Retention

Yes

No

100.0

%

0.0

n

0

%

30.9

69.1

n_

17

38

%

20.8

79.2

n

11

42

%

30.4

69.6

n

17

39

56

%

24.5

75.5

—

13

40

Total
ii

56

55

53

Yes

No

3.6

96.4

2

54

39.6

60.4

21

32

30.8

69.2

16

36

32.7

67.3

56

18

37

26.4

73.6

53

14

39

Total
ii

56

Yes

1.8

98.2

1

55

47.3
53

52

55

29

30.0

70.0

15

35

21.2

78.8

11

41

6

Total
ii

56

52.7

26

12.2
53

No

55

50

52

87.8
43

49
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prepared to perform the duties of the position for which they were
hired."
3.

Consistency of academic preparation:

"We have found that

having a degree in T&D/HRD reveals little about the nature and scope
of a candidate's preparation."
4.

Outcomes:

"We have hired/contracted a training practi

tioner who did not deliver as promised."
5.

Ethics:

"We have hired/contracted a training practitioner

who participated in fraudulent, illegal, and/or unethical acts."
6. Harm to organization:

"We have experienced damage to our

organization by trying to remove an incompetent training practitioner
whom we had hired/contracted."
7. Commitment to high standards:

"We have found training

practitioners that do not commit themselves to high standards of
performance.”
8.

Motivation for self-development:

"We have found that

training practitioners need external pressure/encouragement to de
velop the competencies they need to perform at professionally suc
cessful levels."
9.

Prestige:

"We have found that the effectiveness of train

ing practitioners has been hindered by the field's lack of prestige."
10.

Retention:

"We have found that talented, experienced prac

titioners are leaving the training field because of lack of recogni
tion and prestige."
The n listed for each cell varied because no respondent answered
all questions.

In most cases when skipping an item, respondents
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supplied a note Indicating that a particular Item was not applicable
to their organization.

For Instance, representatives of many compa

nies Indicated that they do not hire T&D/HRD professionals right out
of school; therefore, they could not speak to the adequacy of aca
demic preparation In Fart 1.

One respondent supplied demographic

information but answered no questions, Indicating that his department
was only 6 months old and had no experience yet to share.

This

respondent revealed his view of certification, however, by noting
that he was in the process of working toward certification through
ASPA's FAX; evidently, he believed that certification would benefit
him and his organization.
The top two problems experienced by companies in utilizing
T&D/HRD professionals were the same for all three job categories—
managers, specialists, and consultants.

These were consistency of

academic preparation (managers ■ 45.1%, specialists * 52.0%, and
external consultants 11 51.9%) and commitment to high standards (man
agers ■ 30.9%, specialists » 39.6%, and external consultants =
47.3%).
The two problems experienced by the lowest percentage of compa
nies were also the same across job categories:

ethics (managers =

0.0%, specialists » 0.0%, and consultants = 5.3%) and harm to organi
zation (managers ■ 0.0%, specialists 11 3.6%, and consultants ■ 1.8%).
For T&D/HRD managers, the problems, ordered according to the
percentage of companies experiencing them, from greatest to least
are:

(a) consistency of academic preparation (45.1%), (b) commitment

to high standards (30.9%), (c) prestige (30.4%), (d) retention

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

(24.5%), (e) adequacy of academic preparation (23.9%), (f) motivation
for self-development (20.8%), (g) outcomes (18.2%), (h) selection
(10.3%), (i) ethics (0.0%), and (j) harm to organization (0.0%).

In

order to obtain an overall view of the levels of problems experienced
in each job category, an overall percentage was calculated using the
formula [(%j x n^) + (%2 x i^) . . . + (%10 * “l O ^ Q l l + “2 * * *
+ n^Q> for all 10 problems as they relate to this job category.

The

overall percentage of companies having experienced problems in the
selection, utilization, and evaluation of T&D/HRD managers was 20%.
For T&D/HRD specialists, the problems, ordered according to the
percentage of companies experiencing each, from greatest to least
are:

(a) consistency of academic preparation (52.0%), (b) commitment

to high standards (39.6%), (c) adequacy of academic preparation
(32.7%), (d) prestige (32.7%), (e) motivation for self-development
(30.8%), (f) retention (26.4%), (g) outcomes (25.5%), (h) selection
(21.1%), (i) harm to organization (3.6%), and (j) ethics (0.0%).
Using the formula
(jll +

£2

[(%^ x n^) + (%2 x n2) . . . + (%^q

x

“ 10^

1

• • • + .E1 0 ) for all 10 problems as they relate to this job

category, the overall percentage of companies having experienced
problems in the selection, utilization, and evaluation of T&D/HRD
specialists was 25.9%, 5.9% higher than the average percentage for
managers.
For T&D/HRD external consultants, the problems, ordered accord
ing to the percentage of companies experiencing each, from greatest
to least are:
(b)

(a) consistency of academic preparation (51.9%),

commitment to high standards (47.3%), (c) outcomes (46.4%),
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(d) adequacy of academic preparation (30.4%), (e) motivation for
self-development (30.0%), (f) selection (22.8%), (g) prestige
(21.2%), (h) retention (12.2%), (i) ethics (5.3%), and (j) harm to
organization (1.8%).
+ (%^q x

Using the formula [(%1 x n^) + (%£ xj^) • • •

/(fLi + n.2 • • • + B.10^ for a11 *0 problems relating to

this job category, the overall percentage of companies having expe
rienced problems in the selection, utilization, and evaluation of
T&D/HRD external consultants was 26.8%, 6.8% higher than for managers
and 0.9% higher than for specialists.
The chi-square test for independence was used to see if these
apparent differences among job categories were statistically signifi
cant, and they were not,

X2(2, N ■ 161) - 0.66.

The critical value

of x2 with 2 degrees of freedom at the .05 level of significance was
5.99.
Apparent differences in the number of companies having experi
enced each particular problem for each job category were also exam
ined using the chi-square test for independence.
of

x2 with

5.99.

The critical value

2 degrees of freedom at the .05 level of significance was

In most cases the apparent differences were not statistically

significant at the .05 level.

However, differences that could not be

attributed to random sample fluctuations were found in regard to
outcomes, in which X2(2, N ■ 166) - 11.37, £ < .05, and in regard to
ethics, in which X2(2, N ■ 170) ■ 6.05, £ < .05.

For these two

items, problems with consultants were experienced by more companies
than were problems with managers and specialists.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Why night it be that more companies reported having experienced
problems in regard to ethics (5.3%) and outcomes (46.4%) in regard to
external consultants than managers (0.0% and 18.2%) and specialists
(0.0% and 25.5%)?

Why did 47% of respondents indicate that external

consultants need an external motivator to encourage them to commit
themselves to high standards, compared to 20.8% and 30.8% for man
agers and specialists, respectively?

Conclusions cannot be drawn

from these figures, but the questions raised may warrant further
research.

A problem seems to exist, but its nature and severity, as

well as with whom it rests, is unclear.

Does it reflect a problem

with consultants or management/employers?

Or, does it simply reflect

the tendency to scapegoat the outsider when something does not turn
out as Intended?

With what kinds of outcomes are consultants not

following through?

What kinds of fraudulent, illegal, and unethical

acts have occurred?

What other performance problems have been expe

rienced?

How often do these problems occur?

What has been their

cost to the organizations Involved?
The binomial test for population proportions was performed to
determine for which potential problems the sample proportion £ was
greater than £ =* 20%, the point at which it had been determined that
a potential problem would be considered a verified problem.

In order

to determine relative levels of severity among the problems, the
binomial test was also used to determine whether £ was greater than IP
- 30%, £ ■ 40%, and JP ■ 50%.
1.645.

The critical value of £ at a ■ .05 was

Confidence intervals (a ■ .05) were also calculated.

The

results of all the above computations are presented in Table 3, where
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Sp - pq/n, where Cl - p ± (Sp x 1.96), and where £ * * ( £ - P)/Sp.

In

no Instance was I* > 50%, £ < .05, therefore, this was omitted from
Table 3.
Table 3
Common Problems Experienced: Confidence Intervals
and Binomial Test for Significance

Common
problem
experienced

z_

E

a

n

Cl

IE

P - 20%

30%

40%

Managers

Selection

.10

.90

58

.04

(.02, .18)

Adequacy

.24

.76

46

.06

(-11, .36)

-2.43
0.62

Consistency

.45

.55

51

.07

(.31, .58)

3.60*

Outcomes

.18

.82

55

.05

(.08, .28)

0.34

Ethics

.00

1.00

57

.00

(.00, .00)

cp

Harm

.00

1.00

56

.00

(.00, .00)

cp

Commitment

.31

.69

55

.06

(.18, .43)

1.75*

Motivation

.21

.79

53

.06

(.10, .32)

0.14

Prestige

.30

.70

56

.06

(.18, .42)

1.69*

Retention

.25

.75

53

.06

(.13, .36)

0.76

2.17*

Specialists
Selection

.21

.79

57

.05

(.10, .31)

0.20

Adequacy

.33

.76

49

.06

(.20, .46)

1.89*

Consistency

.52

.48

50

.07

(.38, .65)

4.52*

3.11*

1.70*

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

96
Table 3— Continued

Common
problem
experienced

£
£

a.

n

S£

Cl
P - 20%

30%

40%

1.72*

Specialists--continued

Outcomes

.25

.75

55

.06

(.14, .37)

Ethics

.00

1.00

56

.00

(.00, .00)

Harm

.04

.96

56

.02

(-.01, .08)

0.93
cp
-6.59

Commitment

.40

.60

53

.07

(.26, .52)

2.92*

Motivation

.31

.69

52

.06

(.18, .43)

1.69*

Prestige

.33

.67

55

.06

(.20, •45)

2.01*

Retention

.26

.74

53

.06

(.14, .38)

1.06

External consultants
Selection

.23

.77

57

.06

(.12, .34)

Adequacy

.30

.70

46

.07

(.17, .43)

0.50
1.53

Consistency

.52

.48

52

.07

(.38, .65)

4.60*

3.16*

Outcomes

.46

.54

56

.07

(.33, .59)

3.96*

2.46*

Ethics

.05

.95

57

.03

(.00, .11)

-4.95

Harm

.02

.98

56

.02

(.02, .05)

-10.24

Commitment

.47

.53

55

.07

(.34, .60)

4.05*

Motivation

.30

.70

50

.06

(.17, .43)

1.54

Prestige

.21

.79

52

.06

(.10, .32)

0.21

Retention

.12

.88

49

.05

(.03, .21)

-1.67

2.57*
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Table 3— Continued

Common
problem
experienced

z_

£.

SL

ja

Cl

S£

P - 20%

30%

40%

Overall

Selection

.18

.82

57

.05

(.08, .28)

Adequacy

.29

.71

47

.06

(.16, .42)

1.37

Consistency

.50

.50

50

.07

(.36, .63)

4.24*

Outcomes

.30

.70

55

.06

(.18, .42)

1.63

Ethics

.02

.98

57

.01

(-.02, .05) -10.33

Harm

.02

.98

56

.02

(-.02, .05) -10.24

Commitment

.39

.61

54

.06

(.26, .52)

Motivation

.27

.73

52

.06

(.15, .39)

1.15

Prestige

.28

.72

54

.06

(.16, .40)

1.34

Retention

.21

.79

52

.06

(.10, .32)

0.23

Note,

-0.39

2.81*

2.89*

cp ■ cannot perform test on these proportions.

*£ < .05.

In addition to being analyzed by job category, the problems were
also considered individually as well, as represented by the overall
figures at the end of Table 3.

In order to obtain overall percent

ages, the following formula was used:
+ Sa + Hc>*

[(%m x j^) + (%s x Hg) + (%c x

Listed according to overall percentage of

companies experiencing each, from greatest to least, they are:

con

sistency of academic preparation (49.7%), commitment to high
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standards (39.22), outcomes (30.1Z), adequacy of academic preparation
(29.12), prestige (28.22), motivation for self-development (27.12),
retention (21.02), selection (18.02), ethics (1.8%), and harm to
organization (1.82).
As the table reveals, three problems regarding the selection,
utilization, and evaluation of managers were experienced by at least
202 of the companies:

consistency of academic preparation, commit

ment to high standards, and prestige.

Problems regarding consistency

of academic preparation was experienced by at least 302 of the compa
nies.
Five problems regarding the selection, utilization, and evalua
tion of specialists were experienced by at least 202 of the compa
nies:

adequacy and consistency of academic preparation, commitment

to high standards, motivation for self-development, and prestige.
Problems with consistency of academic preparation for specialists was
experienced by more than 402 of the companies.
In regard to external consultants, three problems were experi
enced by at least 30% of the companies:

consistency of academic

preparation, outcomes, and commitment to high standards.

Consistency

of academic preparation was a problem for more than 402 of the compa
nies.
Overall, consistency of academic preparation was a problem for
over 302 of the companies and commitment to high standards was a
problem for 202.

The reported proportion of organizations experienc

ing problems concerning outcomes came very close to being statisti
cally significant (z * 1.63; critical value of z_ was 1.64).
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Eleven problem areas of 30, or 36.6%, then, were experienced by
at least 20% of Fortune 500 companies.

The collective problem exr

ceeded the 20/20 test and was, therefore, judged to be great enough,
based on the criteria specified In the methodology, to warrant con
sideration and Intervention.
Having analyzed the data and presented findings concerning rep
resentatives of Fortune 500 companies' experience with the common
problems Indicated, the next section will examine their opinion
regarding certification's effectiveness as a solution to those same
problems.

Efficacy of Certification as a Solution

Part 2 of the questionnaire again presented 10 common problems
purported to be experienced by companies attempting to find, utilize,
and evaluate persons to fill the positions of training manager,
training specialist, or external training consultant.

Respondents

were asked to read each problem and, regardless of their experiences
with the problem as indicated in Part 1, consider the question:
"Would the availability of a pool of certified T&D/HRD Professionals
represent an effective solution to the problem?"

They were asked to

respond by circling the appropriate answer, "Y" if yes, and "N” if
no.
Table 4 displays a summary of data collected on respondents'
opinion regarding the effectiveness of having an available pool of
certified T&D/HRD professionals in solving each of the 10 problems.
For each question total n is given as well as the percentage of
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respondents answering yes and no.

Below are the 10 items contained

In Part 2, with the short Identifiers (Italicized) used for each in
Table 4. The items complete the following stem:

"A pool of certi

fied T&D/HRD professionals would be an effective solution in”:
1.

Selection:

"Eliminating the need to spend a lot of time and

money for the purpose of enabling potential Training and Development
employees or consultants who lack some of the knowledge, skills, and
attitudes needed to perform the duties of the roles that need to be
filled."
2.

Adequacy of academic preparation:

"Determining the adequacy

of new Training and Development practitioners hired directly out of
school because of their academic preparation in T&D/HRD, to perform
the duties of the roles for which they were hired."
3.

Consistency of academic preparation:

"Determining the

nature and scope of a candidate's preparation by virtue of his/her
having a degree in T&D/HRD.”
4.

Outcomes:

"Hiring or contracting with training practition

ers who then fail to deliver as promised."
5.

Ethics:

"Hiring or contracting with training practitioners

who then participate in fraudulent, illegal, and/or unethical acts."
6.

Harm to organization:

"Having one's organization damaged by

trying to remove an incompetent training practitioner."
7. Commitment to high standards:

"Hiring or contracting with

training practitioners that do not commit themselves to high stan
dards of performance."
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Table 4
Certification as a Solution to Common Problems:

Percentages and Frequency Distribution

Managers

External
consultants

Specialists

Problem
Yes

1 . Selection

2.

Adequacy of academic
preparation

3.

Consistency of academic
preparation

4.

Outcomes

5.

Ethics

No

%

25.0

75.0

n

14

42

%

28.6

71.4

n

16

40

%

35.1

64.9

n

20

37

%

20.0

80.0

n

11

43

%

23.6

76.4

n

13

42

Total
ii

56

56

57

Total
Yes

No

30.9

69.1

17

38

41.8

58.2

23

32

50.0

50.0

28

28

33.3

66.7

54

18

36

27.8

72.2

55

15

39

Yes

55

.55

56

54

54

No

38.2

61.8

21

34

40.0

60.0

22

33

43.6

56.4

24

31

32.1

67.9

18

38

32.1

67.9

18

38

Total
n

55

55

55

56

56
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Table 4— Continued

Managers

External
consultants

Specialists

Problem
Total

6.

7.

8.

9.

10.

Harm to organization

Commitment to high
standards

Motivation for self
development

Yes

No

83.6

%

16.4

2.

9

%

26.8

73.2

15

41

46

%

52.6

47.4

_n

30

27

Prestige

%

42.9

57.1

ii

24

32

Retention

%

38.2

61.8

n

21

34

55

Yes

No

24.1

75.9

13

41

32.1

67.9

56

18

38

64.3

35.7

57

36

20

47.3

52.7

56

55

26

29

44.4

55.6

24

30

Total
ii

54

56

56

55

54

Yes

No

20.8

79.2

11

42

34.5

65.5

19

36

58.9

41.1

33

23

47.3

52.7

26

29

42.6

57.4

23

31

Total
ii

53

55

56

55

54

102

103
8.

Motivation for self-development:

"Encouraging T&D/HRD

practitioners to develop the competencies needed to perform at
professionally successful levels by applying external pressure."
9.

Prestige:

"Increasing the field's prestige, thus increas

ing the T&D/HRD practitioner's effectiveness."
10.

Retention:

"Increasing the level of recognition and pres

tige of professionals in the field, thus reducing the exiting of
talented and experienced professionals from the field."
The ii listed for each cell varied because no respondent answered
all questions.

The n for each problem area is indicated in Table 4,

however.
If the problem areas were ordered for each job category accord
ing to the percentage of times each was selected as being resolvable
through certification, from the one with the largest percentage of
respondents judging it solvable through certification to the one with
the fewest respondents seeing it resolvable through a program of
certification, one would notice that the same five problems appear on
the top half of the list for each job category, although the order is
not exactly the same in each job category.

Motivation for self

development (managers * 52.6%, specialists = 64.3%, and external
consultants =* 58.9%) was, in all three categories, the problem area
considered most solvable by having a pool of certified professionals
available.

The other four problem areas were prestige (managers ■

42.9%, specialists - 47.3%, and external consultants - 47.3%), reten
tion (managers ■ 38.2%, specialists ■ 44.4%, and external consultants
■ 42.6%), consistency of academic preparation (managers ■ 35.1%,
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specialists - 50.0%, and external consultants - 43.6%), and adequacy
of academic preparation (managers ■ 28.6%, specialists ■ 41.8%, and
external consultants ■ 40.0%).
Harm to organization (managers ■ 16.4%, specialists - 24.1%, and
external consultants ■ 20.8%) was selected across all job categories
the least number of times as being helped were a pool of certified
professionals available.
For T&D/HRD managers, the problems, ordered according to the
percentage of companies viewing them as likely to be helped by having
a pool of certified professionals available, from greatest to least
are:

(a) motivation for self-development (52.6%), (b) prestige

(42.9%), (c) retention (38.2%), (d) consistency of academic prepara
tion (35.1%), (e) adequacy of academic preparation (28.6%), (f)
commitment to high standards (26.8%), (g) selection (25.0%), (h)
ethics (23.6%), (i) outcomes (20.0%), and (j) harm to organization
(16.4%).

For each job category, an overall average percentage was

calculated using the formula [(%^ x n^) +
ni0)]/(ni +Ji2 * ‘ ■ + — 10^*

T^e overaH

(%£ x n^) . . . + (%j^q

x

percentage of companies

viewing certification as an effective solution for problems related
to the T&D/HRD manager was 31.0%.
For T&D/HRD specialists, the problems, ordered according to the
percentage of companies viewing them as likely to be helped by having
a pool of certified professionals available, from greatest to least
are:

(a) motivation for self-development (64.3%), (b) consistency of

academic preparation (50.0%), (c) prestige (47.3%), (d) retention
(44.4%), (e) adequacy of academic, preparation (41.8%), (f) outcomes
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(33.3%), (g) commitment to high standards (32.1%), (h) selection
(30.9%), (1) ethics (27.8%), and (j) harm to organization (24.1%).
Using the formula [(%j x nj^) + (%2 x r^) . . . + (%^q
(n1 +

£2

x

nin)l /

• • • + “io)» t*ie overall percentage of companies viewing

certification as an effective solution for problems related to the
T&D/HRD specialist was 39.7%.
For T&D/HRD external consultants, the problems, ordered accord
ing to the percentage of companies viewing them as likely to be
helped by having a pool of certified professionals available, from
greatest to least are:
(b)

(a) motivation for self-development (58.9%),

prestige (47.3%), (c) consistency of academic preparation

(43.6%), (d) retention (42.6%), (e) adequacy of academic preparation
(40.0%), (f) selection (38.2%), (g) commitment to high standards
(34.5%), (h & i) outcomes and ethics (32.1%), and (j) harm to organi
zation (20.8%).
(%10

Using the formula [(%^ x nj_) + (%2 xi^) . . . +

x Hio)J/(.H.1 + H2 * ’ * + S.10^» t*ie overall percentage of compa

nies viewing certification as an effective solution for problems
related to the T&D/HRD external consultant was 39.1%.
The chi-square test for independence was used to determine
whether apparent differences among job categories overall were sta
tistically significant, and they were not, X2(2, N * 166) ■ 1.48.
The critical value of X2 with 2 degrees of freedom at the .05 level
of significance was 5.99.

In no instance were the differences among

categories statistically significant at the .05 level.
Apparent differences in the number of companies viewing certifi
cation as an effective solution to each particular common problem for
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each job category were also examined using the chi-square test for
independence.

The critical value of X2 with 2 degrees of freedom at

the .05 level of significance was 5.99.

No differences were found to

be statistically significant.
The binomial test for population proportions was performed to
determine for which problems the sample proportion £, respondents
viewing certification as an effective solution, might be greater than
20%.

In order to accommodate and provide information to those who

might have preferred a higher cutoff point, the binomial test for
population proportions was also performed to determine whether £ was
greater than 30%, 40%, and 50%.
was 1.645.

The critical value of £ at a * .05

Confidence intervals (a » .05) were also calculated.

The

results of all the above computations were presented in Table 5,
where S£ = pq/n, where CI^ “ £ + (Sp x 1.96), and where £ = (£ - P)/

S£.
Table 5
Certification Solution:

Binomial Test of Significance

£
Common
problems

______________________
£

q

n

S£

Cl
P = 20%

30%

40%

50%

Managers

Selection

.25

.75

56

.06

(.14, .36)

Adequacy

.29

.71

56

.06

(.17, .40)

0.86
1.42

Consistency

.35

.65

57

.06

(.23, .47)

2.38*
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Table 5— Continued

z_

Common
problems

£.

a.

n

S£

Cl
P - 20%

30%

40%

50%

Managers— continued

Outcomes

.20

.80

54

.05

(.09, .30)

Ethics

.24

.76

55

.06

(.12, .35)

0.00
0.63

H am

.16

.84

55

.05

(.06, .26)

-0.72

Commitment

.26

.74

56

.06

(.14, .37)

0.99

Motivation

.53

.45

57

.07

(.40, .66)

4.93* 3.42* 1.90*

Prestige

.43

.57

56

.07

(.30, .56)

3.46* 1.95*

Retention

.38

.62

55

.07

(.25, .51)

2.78*

Specialists
Selection

.31

.69

55

.06

(.18, .43)

Adequacy

.42

.58

55

.07

(.29, .55)

3.28* 1.77*

Consistency

.50

.50

56

.07

(.37, .63)

4.48* 2.99*

1.75*

Outcomes

.33

.67

54

.06

(.21, .46)

2.07*

Ethics

.28

.72

54

.06

(.16, .40)

1.28

Ham

.24

.76

54

.06

(.13, .35)

0.70

Commitment

.32

.68

56

.06

(.20, .44)

1.93*

Motivation

.64

.36

56

.06

(.52, .77)

6.91* 5.36* 2.80* 2.23*

Prestige

.47

.53

55

.07

(.34, .60)

4.05* 2.57*

Retention

.44

.56

54

.07

(.31, .58)

3.60* 2.13*
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Table 5— Continued

z_

Common
problems

2.

a.

n

S£

Cl
P - 20%

30%

40%

50%

External consultants
Selection

.38

.62

55

.06

(.25, .■51)

2.78*

Adequacy

.40

.60

55

.07

(.27, ..53)

3.03*

Consistency

.44

.56

55

.07

(.30, .57)

3.53* 2.03*

Outcomes

.32

.68

56

.06

(.20, ,
.44)

1.93*

Ethics

.32

.68

56

.06

(.20, .44)

1.94*

Harm

.21

.79

53

.05

(.10, .32)

0.14
2.26*

Commitment

.34

.66

55

.06

(.22, .47)

Motivation

.59

.41

56

.06

(.46, .72)

5.92* 4.39*

Prestige

.47

.53

55

.07

(.34, .60)

4.05* 2.57*

Retention

.43

.57

54

.07

(.29, .56)

3.36* 1.87*

Overall
Selection

.31

.69

55

.06

(-19, .43)

1.81*

Adequacy

.37

.63

55

.06

(.24, .49)

2.57*

Consistency

.43

.57

56

.07

(.30, .58)

3.45*

Outcomes

.28

.72

55

.06

(.16, .40)

1.39

1.94*

Ethics

.28

.72

53

.06

(.16, .40)

1.28

Harm

.20

.80

54

.05

(.10, .31)

0.07

Commitment

.31

.69

56

.06

(.19, .43)

1.79*

Motivation

.59

.41

56

.06

(.46, .71)

5.86* 4.34* 2.82*
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Table 5— Continued

z_

Common
problems

£

£

n

S£

Cl
P = 20%

30%

40%

50%

Overall— continued

Prestige

.46

.54

55

.07

(.33, .59)

3.84* 2.35*

Retention

.42

.58

54

.07

(.28, .55)

3.23* 1.74*

*£ < .05.

In addition to being considered by job category, the problems
were also considered individually, as represented by the overall
figures for each problem area at the bottom of Table 5.

In order to

obtain overall percentages, the following formula was used:
nm) + (%s x ng) . . . + (%c x nc)]/(nm + ng + n^,).

[(%m x

Listed according

to the overall percentage of companies Indicating certification would
be an effective solution, from greatest to least, they are:
(a) motivation for self-development (58.6%), (b) prestige (45.8%),
(c)

consistency of academic preparation (42.8%), (d) retention

(41.7%), (e) adequacy of academic preparation (36.8%), (f) selection
(31.3%), (g) commitment to high standards (31.1%), (h) outcomes
(28.5%), (i) ethics (27.9%), and (j) harm to organization (20.4%).
As Table 5 reveals, there are 21 problems for which 20% or more
of the respondents thought that certification might be an effective
solution.

These 21 problems represent 70% of the 30 problem areas.

For 11 of these 21 problems, 30% or more thought that the problems
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could be helped by a program of certification.
represent 37% of the 30 total problems.

These 11 problems

For 2 problems, more than

40% of the respondents thought certification might be an efficacious
solution; and for 1 problem, motivation for self-development for the
specialist, the 50% mark was topped.
The 20/20 test specified in the methodology was met and ex
ceeded.

Overall, seven problem areas (70%) were considered resolv

able by certification by at least 20% of the respondents:

selection,

adequacy of academic preparation, consistency of academic prepara
tion, commitment to high standards, motivation, prestige, and reten
tion.

Consistency of academic preparation, motivation for self

development, prestige, and retention topped the 30% mark, and motiva
tion continued on to exceed 40%.

The existence of a set of problems,

as well as a collective problem, was verified, as discussed in the
previous section; and a good share of opinion, as discussed in this
section, was found to be favorable toward certification as a possible
solution to the problems..
The phi coefficient was calculated to see if there was a corre
lation between Fart 1 and Part 2 responses.
-.22.

It was found that 0 =

This low negative correlation may reflect the fact that re

spondents not having experienced the Part 1 problems were then
allowed to express an opinion in Part 2.

If respondents did not

experience the problem, yet thought it might be resolved, where it
exists, through a program of certification, the low negative correla
tion is what would have been expected.
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The phi coefficient seemed to obscure some apparent differences
found In the frequency counts used to compute the coefficient, how
ever; therefore, these frequency counts have been reported In Table 6.
The frequencies represent Part 1-Part 2 pairs where Y^ and

repre

sent Part 1 yes and no responses, respectively, and Y 2 and N 2 repre
sent Part 2 yes and no responses, respectively.

The symbol Y2 % Is

the percentage of Part 1 yes responders (those having experienced the
problem in the last 2 years) or Part 1 no responders (those not hav
ing experienced the problem in the last 2 years) who responded yes in
Part 2 (thought certification was a viable solution).

When one or

both halves of the pairs were missing, the response pair could not be
used; of 1,770 Part 1-Part 2 response pairs, 204 were unusable.
Overall, the frequency table reveals that for a majority (54%)
of responses in which a problem had been experienced in the last 2
years, certification was also thought to be of benefit in resolving
the kind of problem experienced.

For just under a third (30%) of

responses in which a problem had not been experienced was certifica
tion thought to be of probable benefit in helping organizations that
had experienced that particular problem.

Those having experienced a

problem, then, were about twice as likely overall to think certifica
tion would be an effective solution to the problems than were those
who had not experienced the problem.
For each job category, the percentage of responses in which the
problems were experienced and certification viewed as a viable solu
tion for the same problems as experienced remained a constant 54%.
The percentage of responses in which the problem had not been
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Part 1-Part 2 Paired Responses:

Frequency Table

Job category

Selection

Adequacy

Consistency

Outcomes

Ethics

Harm

\ s P a r t 2 Y2
Part

N2

y 2%

Y2

Overall for
each problem

External
consultant

Specialist

Manager
Common
problems

n2

y 2%

Y2

n2

y 2%

Y2

n2

y 2%

Yx

2

3

40%

8

9

47%

7

4

64%

17

16

52%

12

39

23%

3

35

8%

14

30

32%

29

104

22%

N1
Yx

6

5

54%

8

8

50%

6

8

43%

20

21

49%

N1

8

27

23%

13

20

39%

14

18

44%

35

65

35%

Y,

7

15

32%

13

13

50%

10

15

40%

30

43

41%

11

17

39%

12

11

52%

12

13

48%

35

41

46%

N1

7

30%

9

4

69%

11

15

43%

23

26

47%

7

36

16%

8

32

25%

7

23

23%

22

91

19%

Yx

0

0

0%

0

15

0%

1

2

33%

1

17

6%

N1

13

41

24%

0

38

0%

17

36

32%

30

115

21%

Yx

0

0

0%

0

2

0%

1

0

100%

1

2

33%

9

45

17%

13

39

25%

10

42

19%

32

126

20%

N1

yl

112

3

N1

Note. Y2% Is the percent of paired responses for which the Part 2 response was yes (certification
would be an effective solution). Yo is reported both for those having experiencedthe problem as
indicated by their Part 1 response (Y^) and for those who have not experienced the problem as indi
cated by their Part 1 response (N-^).

Table 6— Continued

113
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experienced in the last 2 years and for which certification was
thought to be a viable solution where the problem exists varied
across job categories:
consultant, 35%.

manager, 25%v..spec,ialist, 39%; and external

Table 7 orders the 10 common problems according to

the percentage of those having experienced or not having experienced
the problem that view certification as an effective solution, from
the greatest percentage to the least.
Table 7
Percentage of Responses Indicating Certification as a Solution

Percentage of responses: Have
experienced the problem in the
last 2 years and view
certification as an
effective solution

Percentage of responses: Have
not experienced the problem
in the last 2 years and
view certification as
an effective solution

Retention

90%

Motivation

Prestige

76%

Consistency

46%

Motivation

74%

Prestige

36%

Selection

52%

Adequacy

35%

Adequacy

49%

Retention

32%

Outcomes

47%

Commitment

25%

Commitment

46%

Selection

22%

Consistency

41%

Ethics

21%

Harm

33%

Harm

20%

Outcomes

19%

Ethics

6%

56%
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Table 8 again lists the 10 common problems, this time in order
of difference between percentage of responses having experienced the
problems and viewing certification as a solution and the percentage
of responses not having experienced the problems and viewing certifi
cation as a solution, from greatest to least difference.

Table 8
Differences in Percentages of Responses Viewing
Certification as a Solutions Those Having
and Not Having Experienced the Problem

Problem

Yes%

-

No%

-

Retention

90%

-

32%

-

58%

Prestige

76%

-

36%

-

40%

Selection

52%

-

22%

-

30%

Outcomes

47%

-

19%

-

28%

Commitment

46%

-

25%

-

21%

Motivation

74%

-

56%

-

18%

Adequacy

49%

35%

-

14%

Harm

33%

-

20%

-

13%

Consistency

41%

-

46%

-

-5%

6%

-

21%

“

-15%

Ethics

Difference in Percent

What might explain these differences in opinion regarding the
certification solution?

For instance, why would 90% of responses for

which a problem with retention was experienced also indicate a belief
that certification would help, while only 32% of those for which the
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problem was not experienced Indicate the same?

Why do responses In

which a particular problem was experienced by a 2-1 or 3-1 margin
over those for which a problem was not experienced Indicate the
opinion that certification would help?
At least two explanations might be offered for the belief In
certification on the part of those who have experienced the problems.
The first, might suggest that those experiencing the problem are so
confused and so Incompetent that they, In their confusion, think that
certification would help.

If they knew what they were doing, they

wouldn't have experienced the problem In the first place.

Alterna

tively, those experiencing the problem might have tried other solu
tions and found them wanting.

The first view might be based on the

assumption that vice presidents and directors In Fortune 500 compa
nies,' 75% of whom have had at least 6 years In the field, 88% of whom
are over 40 years of age, and 66% members In ASTD, are unable to
correctly judge whether an untried Intervention Is likely to be
effective In solving problems they are experiencing, perhaps because
few of them have had specific education relevant to training and
development.
The second view might be based on the assumption that these
directors are highly competent problem preventers who have already
exhausted all the preventive measures they have.

Thus, one explana

tion suggests that data from those who have experienced the problems
are not credible at all, whereas the other explanation suggests that
these data, above all, are the ones to be believed.
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Alternative explanations can also be considered for the fact
that relatively few persons who have not experienced the problem
believe In certification as the solution.

The most obvious explana

tion is that alternative solutions already exist and have been imple
mented; therefore, these directors know that certification is not
needed.

Some might reason that, if the problem existed, as posited

in the questionnaire, that would mean that the existing solutions are
not as effective as believed, so maybe certification would be effec
tive.

Alternatively, these directors might be lucky rather than

competent, in which case their opinion should not be given great
weight.
Another interpretation is that there is no general difference in
competence between persons in organizations experiencing the problems
and persons in organizations not experiencing the problems.

This

interpretation might suggest that the data simply reflect the inci
dence of the problems.

To account for the difference in belief in

the value of certification, one might speculate that those experienc
ing the problem tend to prefer to attribute the problem to variables
outside their control (e.g., certification); whereas those not expe
riencing the problem tend to attribute the absence of the problem to
variables they have successfully controlled.
While discussing these differences, it should probably again be
pointed out that the questionnaire was designed to allow certifica
tion its best showing.

What these percentages would have been had

respondents been asked to consider the negative outcomes of certifi
cation and a smorgasbord of alternative interventions from which to
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choose, one cannot know*
Investigation.

This might well be an area for further

While remembering that the percentages represent

certification's best showing, the great apparent differences remain.
Might It be that those companies not having experienced the problem
In the last 2 years but choosing certification as a solution have
experienced the problem, perhaps 3 years ago?

Again, one cannot

know, but overall, responses for which a problem had been experienced
also Indicated a belief In the certification solution by about a 2 to
1 margin, as compared to those for which the problems had not been
experienced.

Even so, however, they favored certification by less

than an overwhelming 54% to 46% margin.
Having analyzed and presented the findings concerning the effi
cacy of certification as a solution to 10 common problems, the next
section contains data concerning organizational benefit and behavior,
were a program of certification implemented and a pool of certified
professionals available.

Organizational Benefit and Behavior

The third section of the questionnaire addressed general ques
tions.

Respondents were asked if a certification program for T&D/HRD

professionals would benefit their organization and what their behav
ior would be if a program of certification were implemented.

Table 9

displays a ‘summary of these data.
After completing Parts 1 and 2, participants were asked whether
a certification program for T&D/HRD professionals would benefit their
organization.

Thirty-eight and two-tenths percent (38.2%) of the
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Table 9
Organizational Benefit and Behavior: Percentages
and Frequency Distribution

1.

A certification program for T&D/HRD
professionals would benefit our
organization.

2.

All else being equal, our organiza
tion would be likely to give pref
erence to a certified candidate in:

b.

c.

Promoting

Salary Increase

61.8
34

65.5

34.6

38

20

28.1

71.9

16

41

15.8

84.2

9

d.

Retention

48

15.0
9

3.

If a certification program were
offered by a major training society/
association, we would offer incen
tives to encourage our T&D/HRD staff
to seek certification.
If the T&D/HRD field does not formu
late and enforce its own perform
ance standards, our organization
would probably support governmental
regulation (i.e., the setting of
standards) of the training profes
sion.
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respondents answered affirmatively.
When asked what their organization would be likely to do In
hiring, promoting, salary Increase, and retention, all else being
equal, 65.5% Indicated that preference would be given to a certified
candidate In hiring, but only 28.1% said preference would be given In
promoting, and still less Indicated preference would be given in
salary Increases (15.8%) and retention (15.0%).
Respondents were then asked if they would offer Incentives to
encourage their T&D/HRD staff to seek certification if a program were
offered by a major training society/association; 30.9% indicated
their organizations would.
Finally, respondents were asked if their organization would
support governmental regulation if the training field itself did not
formulate and enforce its own standards.

A mere 6.9% responded

affirmatively to this.
The binomial test was used to determine whether the proportion
of yes responses for each question exceeded 20%, 30%, 40%, and 50%,
with

a set at .05.

Table 10 summarizes the results of this test and

also gives confidence intervals for each proportion.

Summary of Principal Findings

This chapter described the analysis of data and the findings
regarding sample characteristics, response rate, common problems
experienced, opinion concerning certification's efficacy as a solu
tion, and opinion regarding organizational benefit and behavior were
a program of certification implemented.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

121
Table 10
Organizational Benefit Binomial Test and Confidence Intervals

JZ

Common
problems

Cl

£

1

n

1. Benefit

.38

.62

55

.06

(.25, .51)

2.78*

2. Hiring

.65

.35

58

.06

(.53, .78)

7.29* 5.87* 4.08* 2.48*

.28 .72

57

.06

(.16, .40)

1.36

Salary
increase

.16 .84

57

.05

(.06, .25)

-0.87

Retention

.15

.85

57

.05

(.06, .24)

-1.06

Promoting

S£

P - 20%

3. Incentives

.31

.69

55

.06

(.18, .43)

4. Regulation

.07

.93

58

.03

(.00, .13)

30%

40%

50%

1.75*
-3.94

*£ < .05.

Response Rate and Sample Characteristics

The response rate was 59%; and the sample was composed largely
of senior T&D/HRD professionals, 64% having 6 or more years in the
field, and more than half bearing the titles of vice president or
director.

Common Problems Experienced

Consistency of academic preparation and commitment to high stan
dards emerged as the problems experienced by the greatest proportion
of companies sampled across all three job categories (managers,
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specialists, and consultants), consistency of academic preparation
having been experienced by at least 30% of the organizations and
commitment to high standards by at least 20% (£ < .05).

Ethics and

harm to organization were experienced the least, almost not at all.
Problems seemed to have been experienced by more companies in the
selection, utilization, and evaluation of specialists and consultants
than managers, but when the

x2 test

was used to compare the propor

tion of yes responses for the three job categories, the apparent
differences were not found to be statistically significant except in
the case of outcomes, in which £ for managers was .18, for special
ists was .25, and for consultants was .46.
Experienced by 40% or more (a - .05) of the companies' sample
was consistency of academic preparation of specialists and consul
tants; that is, their degree reveals little about the nature and
scope of their preparation.

Over 30% of the companies (£ < .05)

experienced problems in the areas of outcomes and commitment to high
standards in regard to external consultants, and consistency of
academic preparation in regard to managers.

In addition to the

problems already mentioned that reached or exceeded 30% or 40%, the
following problem areas were experienced by at least 20% of the
organizations:

prestige and commitment to high standards for man

agers and specialists, and motivation for self-development and ade
quacy of academic preparation for specialists.
In all, 11 of 30, or 37%, of the problem areas were experienced
by at least 20% of the companies responding.

Applying the criteria

explained in Chapter III, since at least 20% of the problems were
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experienced by at least 20% of the organizations surveyed, and the
collective problem represented by the data was judged to be serious
enough to warrant intervention of some sort.

Efficacy of Certification as a Solution

Part 2 of the questionnaire addressed the issue of whether or
not a program of certification might be, in the opinion of respon
dents, an efficacious solution to the common problems experienced.
Since the questionnaire parameters were chosen to allow certification
to make its best showing, all percentages given must be considered in
this light.

Were respondents asked to consider certification's pos

sible negative outcomes or alternative interventions, the percentages
might have been smaller.
There was agreement across all job categories concerning for
which problems certification was likely to be an effective solution.
Motivation for self-development was first across all categories.

The

order of the other four problems varied among job categories; they
were prestige, consistency of academic preparation, retention, and
adequacy of academic preparation.

Ethics and harm to organization

were both (a) experienced and (b) viewed as soluble through certifi
cation by the fewest number of companies.
The x2 test for independence was used to determine whether
apparent differences across job categories for a particular problem
area were significant at the .05 level; none were found to be statis
tically significant.
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The binomial test for population proportions was used to deter
mine for which problems the proportion of yes responses (j>) exceeded
where £ - 20%, 30%, 40%, and 50%, and where a - .05.

Overall, at

least 40% of the respondents thought a certification program would
help with the problem of motivation for self-development.

At least

30% thought it would help with consistency of academic preparation,
prestige, and retention; and at least 20% thought certification would
aid with problems in selection, adequacy of academic preparation, and
commitment to high standards.

At least 50% of the respondents

thought a program of certification would help with the problem of
motivation for self-development for specialists; at least 40% thought
it would help the same problem in regard to managers.
In addition to these, at least 30% of the respondents thought
certification would be an effective solution in the following problem
areas:

prestige for managers, specialists, and external consultants;

adequacy of academic preparation for specialists and external consul
tants; consistency of academic preparation for specialists and exter
nal consultants; motivation for self-development for external consul
tants; and retention for specialists and external consultants.
Finally, in addition to the problem areas already mentioned, at
least 20% of the respondents thought a program of certification would
help in the problem areas of consistency of academic preparation for
managers; selection, outcomes, and commitment to high standards for
specialists and consultants; and ethics for external consultants.
The problem areas for which at least 20% of the respondents did
not see certification as a probable and efficacious solution were:
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selection, adequacy of academic preparation, outcomes, ethics, harm
to organization, and commitment to high standards for managers;
ethics and harm to organization for specialists; harm to organization
for external consultants; and outcomes, ethics, and harm to organiza
tion overall.
Twenty-one of the 30 problem areas, or 70%, meet the 20% crite
ria given in Chapter III; 11, or 37%, of the problem areas were
thought by at least 30% of the respondents likely to be helped were a
certification program implemented and a pool of certified profession
als available.

Using Chapter III criteria, then, certification was

judged likely to be an efficacious solution to the extensive collec
tive problem identified.
The phi coefficient was calculated indicating a low negative
correlation between Part 1 and Part 2 responses.

This was about the

expected level and direction, since those responding no in Part 1
could participate in Part 2 questioning and potentially respond with
a yes in spite of the Part 1 response.
The frequency table used to calculate the phi coefficient re
vealed some interesting apparent differences between the percentage
of responses of those having experienced and not having experienced
the common problems that then also viewed certification as an effica
cious solution.

Overall, those experiencing problems in the past 2

years were twice as likely to view certification as a solution than
those who did not report having experienced problems.

For each job

category, 54% of the responses for which a problem had been experi
enced also indicated that certification would be an effective
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solution for the same problem; among those not experiencing the
problems, 30% overall indicated the view that certification would be
an aid.

Certification was viewed as an effective solution by over

50% of those experiencing problems in retention (90%), prestige
(76%), motivation (74%), and selection (52%).

A majority of those

not experiencing a problem viewed certification as an effective
solution to the problem only in regard to motivation for self
development .
Organizational Benefit and Behavior

While 38.2% (at least 20%, as verified by the binomial test,
£ < .05) thought certification would benefit their organization and
65% (at least 50%, as verified by the binomial test, £ < .05) said
that their organization would give preference to a certified candi
date in hiring, all else being equal, only 30.9% (at least 20%, as
verified by the binomial test, £ < .05) would offer incentives for
employees to seek certification; only 28.1% (at least 20%, as veri
fied by the binomial test, £ < .05) would give preference in promot
ing; and a mere 15.8% and 15.0% in salary increases and retention.
Only 6.9% indicated that their companies would probably support
governmental regulation of the training industry if the industry did
not regulate itself.
The next chapter will discuss the interpretation of and conclu
sions from the findings and will make recommendations for further
research and practice based on the findings explained in the preced
ing chapter.
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CHAPTER V

CONCLUSIONS AND RECOMMENDATIONS

The purpose of this study was to collect data concerning employ
ers' perception of the presence of problems for which certification
might be considered a solution and their opinion regarding the effi
cacy of certification as a solution to those problems.

This chapter

includes a brief summary of the methodology and results, a discussion
of the findings, and their implications, in the context of previous
research, and a summary section including conclusions, limitations,
and recommendations.
Summary of Methodology and Results

The need for this study grew out of a literature review which
revealed that, while one often-listed purpose of certification pro
grams was to benefit or protect the consumer (in this case the em
ployer or client), no empirical data existed to indicate whether
employers were experiencing problems in the selection, utilization,
and evaluation of consultants and employees in the T&D/HRD field.
There also were no data indicating whether employers viewed the
certification of T&D/HRD practitioners as a solution to any problems
that may have existed.
In order to gather data concerning problems perceived by employ
ers and their opinion regarding the effectiveness of a certification

127
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solution, a comprehensive literature review was conducted which In
cluded:

the history of the certification movement; current activi

ties of T&D/HRD and closely related associations; certification as It
is distinguished from licensure, accreditation, and teacher certifi
cation; and the purposes and other outcomes of certification.

The

purposes of certification implied the possible existence of problems
which certification might alleviate; these problems were developed
into items used on the survey questionnaire used in the study.
The survey questionnaire, developed from literature, was cri
tiqued both formally (written request sent, with critic's response by
letter or telephone) and informally (casual telephone conversations)
by dissertation committee members; experts in the field, including
the members of The International Board of Standards for Training,
Performance, and Instruction; and representatives of the population
to be sampled.

The final questionnaire reflected nearly all revi

sions suggested.
The four-part questionnaire gathered information about:

(a)

common problems that may have been experienced by organizations in
their attempt to select, utilize, and evaluate T&D/HRD professionals;
(b) whether these problems might be effectively addressed by having
an available pool of certified professionals from which to choose;
(c) likely organizational behavior regarding key personnel behaviors
were a pool of certified professionals available; and (d) respondent
characteristics.

The questionnaire was sent to 100 representatives

of randomly selected Fortune 500 companies, 59 of whom elected to
respond.

The specific person chosen to represent each company was
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Identified as the highest ranking person In the organization directly
responsible for and knowledgeable concerning the selection, utiliza
tion, and evaluation of T&D/HRD professionals in the organization.
Raw percentage points seemed to indicate that the common prob
lems might have been experienced more by companies in regard to the
specialist and external consultant than in regard to the manager.
The X2 test of independence failed to rule out the possibility that
the differences might have been a result of random sample fluctua
tions, however, except in regard to one problem area.

The frequency

of yes responses for outcomes was not independent of job category;
the apparent differences were statistically significant, the fewest
companies experiencing the problem of outcomes with managers (18%),
and the most with external consultants (46%), with specialists fall
ing in between (25%).
Overall, consistency of academic preparation and commitment to
high standards emerged as the greatest problems, having been experi
enced by at least 30% and 20% of the companies, respectively, the
statistical significance of the percentage confirmed by the binomial
test for population proportions, ot =* .05.

Ethics and harm to the

organization were experienced the least.
In Table 11, significant Part 1 and Part 2 findings were summa
rized by listing the significant problems from Part 1 to the left
and, to the right, listing the percentage of respondents indicating
certification might be an effective solution for that problem, using
the benchmark percentages used in the binomial test of proportions.
As a result of design parameters set and described earlier, the
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Table 11
Summary of Significant Problems and Certification's Perceived Efficacy
Problems perceived
j> (yes) > P, where
£ "

Problem area

For which job
category

Certification's
efficacy as a
solution

40%

Consistency of academic preparation

Specialists

30%

40%

Consistency of academic preparation

External consultants

30%

30%

Consistency of academic preparation

Managers

20%

30%

Outcomes

External consultants

20%

30%

Commitment to high standards

External consultants

20%

20%

Prestige

Managers

30%
30%

20%

Prestige

Specialists

20%

Motivation for self-development

Specialists

50%

20%

Adequacy of academic preparation

Specialists

30%

20%

Commitment to high standards

Managers

20%

Commitment to high standards

Specialists

30%

Consistency of academic preparation

30%

20%

Commitment to high standards

20%

a
20%

Overall

aThe percentage of respondents indicating that they felt certification would be an effective solution
was 26.8%, but the binomial test did not remove the possibility that the proportion exceeded 20% as a
result of random sample fluctuation.
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magnitude of the percentages of respondents supporting the certifica
tion solution represents certification's best possible showing; that
Is, If the questionnaire had been designed differently to Include
possible negative outcomes of certification and alternative solu
tions, the percentage of persons supportive of the certification
solution might have been smaller but would probably not have been
larger.
Based on the criteria specified in the Methodology, Chapter III,
the collective problem revealed by the data was judged to be serious
enough to warrant intervention and certification was judged to be a
probable effective solution to the collective problem.

That is, at

least 20% of the problems were experienced by at least 20% of the
organizations, and for at least 20% of the problems at least 20% of
respondents viewed certification as an effective solution.
Although the phi coefficient failed to reveal a correlation
between Part 1 and Part 2 responses, the frequency table used to
compute the coefficient revealed Interesting differences between
persons having experienced a problem and those not having experienced
a problem in their opinion toward certification's efficacy in resolv
ing that problem.

Overall, those having experienced a problem are

about twice as likely to view certification as an effective solution
than those who have not (54% compared to 30%).

Percentages of re

sponses for those having experienced and not having experienced a
problem differ regarding the efficacy of certification by as much as
40% and 58% for particular problems overall, and as much as 81% in
regard to a particular problem as experienced in a particular job
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category.

In nearly all cases, those having experienced the problem

are more likely to view certification as a viable solution.

What the

data reveal is a minority experiencing a set of problems and who seem
to believe that certification may help, and a majority not experienc
ing problems who are luke warm, at best, toward a certification
solution.

The reasons for these differences cannot be known from

present data, but may be worth pursuing in future research.
In regard to organizational benefit and behavior, about 38% of
respondents agreed with the statement that, "A certification program
for T&D/HRD professionals would benefit our organization.''

In hir

ing, 65.5% of the companies would give preference to certified candi
dates; 30.9% would offer incentives to encourage employees to seek
certification; 28.1% would give preference in promoting; but only
15.8% and 15.0%, respectively, would give preference in raises and
retention; and very few, 6.9%, would want the government to intervene
in standard setting.

Interpretation of the Findings in the
Context of Previous Research

Since the common problems around which this research was cen
tered were derived from the literature, specifically the purposes of
certification, the section that follows will examine the findings as
they relate to each of these purposes.
It was stated in Chapter II that each of the purposes of certi
fication implies the existence of a problem for which certification
may be offered as a potential solution.

The questionnaire items were
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drawn from statements made relating to each purpose of certification
in order to determine, through data gathering, whether or not the
problems, stated or implied, truly existed and whether representa
tives of the companies sampled viewed certification as an effective
solution to the problems where they may exist.
The seven purposes of certification (Venable & Gilley, 1984)
are:

to enhance the prestige of the field, to assure professional

competence, to improve academic programs, to protect the client/
employer, to avoid external regulation, to increase the influence of
the certifying society or association, and to stabilize individual
job security.

To Enhance the Prestige of the Field

Two questionnaire items were drawn from the Chapter II discus
sion of this purpose of certification, "We have found that the effec
tiveness of training practitioners has been hindered by the field's
lack of prestige" (prestige problem) and "We have found that tal
ented, experienced practitioners are leaving the training field be
cause of lack of recognition and prestige" (retention problem).
Neither of these problems exceeded 20% overall according to the
binomial test (a ■» .05), but prestige did exceed 20% for managers and
specialists; and for both problems, at least 30% of respondents
thought certification would be an effective solution.

When respon

dents having experienced the problems were considered separately from
those not having experienced the problems, 90% overall thought certi
fication to be an effective solution for the problem of retention and
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76% for the problem with prestige.

This seemed a much stronger

statement than that made by organizations not having experienced the
problems, 32% Indicating favor toward the certification solution In
regard to the retention problem and 36% for prestige.

These two

problems, of 10, were selected by the greatest percentage of compa
nies having experienced the problems as resolvable through certifica
tion.

To Assure Professional Competence

Miller (1976) and Gilley (1985) agreed that assuring profes
sional competence was a primary, if not the primary, purpose of a
certification program.

Three problems were derived from the Chapter

II discussion of this purpose; these became Items 1, 7, and 8 in
Parts 1 and 2 of the questionnaire.

Item 1:

"We have had difficulty

determining whether potential T&D/HRD employees/consultants have the
knowledge, skills, and attitudes needed to perform the duties of the
positions we wanted them to fill, and have, therefore, spent a lot of
time and money enabling them to do their job" (selection problem).
Item 7:

"We have found training practitioners that do not commit

themselves to high standards of performance" (problem of commitment
to high standards).

Item 8:

"We have found that training practi

tioners need external pressure/encouragement to develop the competen
cies they need to perform at professionally successful levels" (prob
lem of motivation for self-development).
The problem of commitment to high standards was one of the two
significant overall problems having been experienced by at least 20%
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of the companies overall.

It was experienced by at least 30% of the

companies in regard to external consultants and 20% in regard to
specialists, 20% of respondents seeing certification as a solution in
both cases.

It was a problem for 20% of the organizations in regard

to managers, and more than 26% of respondents believed certification
would be a solution, but this figure may have exceeded the 20% bench
mark used in the binomial test through random sample fluctuation;
therefore, in regard to managers, this was not considered a problem
for which certification might be a solution.
The problem of selection did not exceed 20% in any instance, but
20% of the respondents believed that certification would be an effec
tive solution for the problem where it may exist.

Motivation for

self-development was considered a problem (20% for specialist only),
and 50% of respondents thought certification would be an effective
solution.
When respondents having experienced the problems were considered
separately from those not having experienced the problems, 46% over
all thought certification to be an effective solution for the problem
of commitment, 52% for the problem of selection, and 74% for the
problem of motivation.

Of organizations not having experienced the

problems, 25% indicated favor toward the certification solution in
regard to commitment, 22% in regard to selection, and 56% in regard
to motivation.
The assurance of professional competence through encouraging and
maintaining commitment to high standards seems to be a problem and
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one that may well be aided through the development and Implementation
of a certification program.

To Improve Academic Programs

Two questionnaire items were developed for Chapter II discussion
concerning certification's purpose of improving academic programs,
"We have found that new T&D/HRD practitioners who were hired directly
out of school primarily because of their academic preparation in
T&D/HRD were not adequately prepared to perform the duties of the
position for which they were hired" (adequacy of academic prepara
tion) and "We have found that having a degree in T&D/HRD reveals
little about the nature and scope of a candidate's preparation"
(consistency of academic preparation).
Consistency of academic preparation was the most frequently
reported problem overall with 30%, 40% for specialists and consul
tants, and 30% for managers.

For managers, 20% of respondents

thought certification would be an effective solution; and for spe
cialists, consultants, and overall, 30% believed that certification
would be an effective solution.
Adequacy of academic preparation was a problem with specialists
only (20%) and was thought resolvable through a certification program
by 30%.

This question drew the largest number of nonresponses, with

many organizations explaining that they do not hire T&D/HRD profes
sionals right out of school.

This fact may be another indication of

their opinion regarding the adequacy of academic preparation.
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When respondents having experienced the problems were considered
separately from those not having experienced the problems, 49% over
all thought certification to be an effective solution for the problem
of adequacy of academic preparation and 41% for the problem of con
sistency of academic preparation.

Consistency was one of only two

problems for which a larger proportion of those not having experi
enced the problem view certification as a solution (46%) than do
those having experienced it, but the two percentages are close.

Of

those not experiencing the problem, 35% thought certification w-ould
help the problem of adequacy in academic preparation.
Given a closer agreement between those having and not having
experienced the problems, and a greater number of organizations
overall having experienced them and viewing certification as an aid,
the improvement of academic programs may be one of the primary bene
fits of a program of certification.

To Protect the Consumer

An analysis of the Chapter II discussion of consumer protection
yielded three items that were included in the questionnaire:
4, 6, and 5:

Items

"We have hired/contracted a training practitioner who

did not deliver as promised" (outcomes problem); "We have experienced
damage to our organization by trying to remove an incompetent train
ing practitioner whom we had hired/contracted" (problem of harm to
the organization); and "We have hired/contracted a training practi
tioner who participated in fraudulent, illegal, and/or unethical
acts" (problem with ethics).

None of these problems was experienced
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by more than 20% of the organizations except In the Instance of
outcomes for consultants which was experienced by 30% of the compa
nies and was viewed as resolvable through a program of certification
by at least 20% of the respondents.

Harm to organization and ethics

were the problems experienced least overall, almost not at all.
Except for consultants, problems with outcomes also appeared to be
little or no problem.

Thus, consumer protection, at least as it is

defined by these three dimensions, does not appear to be a problem,
except with external consultants who fail to deliver as promised.

To Avoid External Regulation

This purpose of certification was addressed by Part 3 of the
questionnaire, Question 4, in which respondents were asked to respond
to the following statement:

"If the T & D field does not formulate

and enforce its own performance standards, our organization would
probably support governmental regulation (i.e., the setting of stan
dards) of the training profession."

About 93% responded no.

If

anyone is going to push for regulation, it seems unlikely that it
will be these companies, the one's with the greatest resources, to
lobby for it.

To Increase the Influence of the Sponsoring Association

Because this purpose relates only to associations, it was not
addressed in the study; it did not relate to the organizations sur
veyed .
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To Increase Job Security

The Intent of certification to increase job security was ad
dressed in Part 3 of the questionnaire, Question 2:

"All else being

equal, our organization would be likely to give preference to a
certified candidate ins

(a) hiring, (b) promoting, (c) salary in

crease, and (d) retention."

Certification would be a great aid in

getting a job, 65.5% of the companies indicating they'd give prefer
ence to the certified candidate; but after that it would have little
affect on one's progress in the organization, for 28.1% of the compa
nies would give preference in promotions, and only 15.8% and 15.0%
would give preference in salary increases and retention.

It would

seem that certification's primary benefit would be in getting a job,
not in reaping any special rewards thereafter, although 30.9% of the
organizations reported they would offer incentives to employees to
encourage them to become certified.
These findings are important.

A program of certification, even

if judged to be worth implementing, will have no affect on the field
unless professionals choose to be certified.

Given the lack of

reward projected by respondents, above, would professionals choose
the expensive route to certification?

Summary and Conclusions

The findings as they relate to the purposes of certification are
summarized in Table 12.

As the table indicates, the problems implied

by the oft-cited purposes of certification have, in some cases, been
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Table 12
Findings as They Relate to the Purposes of Certification

Extent of the problem

Purpose of
certification

To enhance
field's
prestige

Related
problems

Prestige

Retention

Job
category

Percent
of yes
responses
<J>>

Benchmark
percent
binomial test
(£ > P; P = _%)

Certification solution

Percent
of yes
responses
<£>

Benchmark
percent
binomial test
(£ > P; P - _%)

Manager

30.1

20%

42.9

30%

Specialist

32.7

20%

47.3

30%

Consultant

21.2

Less than 20%

47.3

30%

Overall

28.0

Less than 20%

46.0

30%

Manager

24.5

Less than 20%

38.2

20%

Specialist

26.4

Less than 20%

44.4

30%

Consultant

12.2

Less than 20%

42.6

30%

Overall

21.0

Less than 20%

42.0

30%
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Table 12— Continued

Extent of the problem

Purpose of
certification

To assure
professional
competence

Related
problems

Selection

Commitment

Motivation

Job
category

Percent
of yes
responses
(£>

Benchmark
percent
binomial test
(£ > P; P = _%)

Certification solution

Percent
of yes
responses
<J>)

Benchmark
percent
binomial test
(£ > P; P = _2)

Manager

10.3

Less than 202

25.0

Less than 202

Specialist

21.1

Less than 202

30.9

202

Consultant

22.8

Less than 202

38.2

202

Overall

18.0

Less than 202

31.0

202

Manager

30.9

202

26.8

Less than 202

Specialist

39.6

202

32.1

202

Consultant

47.3

302

34.5

202

Overall

39.0

202

31.0

202

Manager

20.8

Less than 202

52.6

402

Specialist

30.8

202

64.3

502

Consultant

30.0

Less than 202

58.9

302

Overall

27.0

Less than 202

59.0

402
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Table 12— Continued

Extent of the problem

Purpose of
certification

To Improve
academy
programs

Related
problems

Adequacy

Consistency

To protect
consumer

Outcomes

Job
category

Percent
of yes
responses
(£)

Benchmark
percent
binomial test

(£ > I?

L " _*)

Certification solution

Percent
of yes
responses
(E>

Benchmark
percent
binomial test
(£ > P; P - _%)

Manager

23.9

Less than 20%

28.6

Specialist

32.7

20%

41.8

30%

Consultant

30.4

Less than 20%

40.0

20%

Overall

29.0

Less than 20%

37.0

20%

Manager

45.1

30%

35.1

20%

Specialist

52.0

40%

50.0

30%

Consultant

51.9

40%

43.6

30%

Overall

50.0

30%

43.0

30%

Less than 20%

Manager

18.2

Less than 20%

20.0

Less than 20%

Specialist

25.5

Less than 20%

33.3

20%

Consultant

46.4

30%

32.1

20%

Overall

30.0

Less than 20%*

28.0

Less than 20%
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Table 12— Continued

Extent of the problem

Purpose of
certification

To protect
consumer
(continued)

Related
problems

Harm to
organization

Ethics

To avoid
external
regulation

Job
category

Percent
of yes
responses
<£>

Benchmark
percent
binomial test
(£ > P; P = _%)

Certification solution

Percent
of yes
responses
<£>

Benchmark
percent
binomial test
( £ > ! ; ! * _*)

Manager

0.0

a

16.4

Less than 20%

Specialist

3.6

Less than 20%

24.1

Less than 20%

Consultant

5.3

Less than 20%

20.8

Less than 20%

Overall

2.0

Less than 20%

20.0

Less than 20%

Manager

0.0

a

23.6

Less than 20%

Specialist

0.0

a

27.8

Less than 20%

Consultant

5.3

Less than 20%

32.1

20%

Overall

2.0

Less than 20%

28.0

Less than 20%

If the T&D/HRD field does not formulate and enforce its own perform
ance standards, our organization would probably support governmental
regulation (i.e., the setting of standards for the training pro
fession.
143

solution
Certification

1.63; critical value of

= 1.64,

Extent of the problem
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supported by this study, and In some cases they have not.

The three

broad areas where certification seems most likely to be a benefit in
solving problems experienced by the greatest number of companies are
in the improvement of academic programs, the assurance of profes
sional competence, and in enhancing the field's prestige.
The two problems studied that relate to the improvement of
academic programs were (a) the consistency of academic preparation
and (b) the adequacy of academic preparation.

Consistency of aca

demic preparation was the problem most frequently reported as expe
rienced (50% reported problems; the benchmark of 30% was supported by
the binomial test for population proportions) and was viewed by 43%
(benchmark 30%) as effectively solvable were a program of certifica
tion implemented.

The adequacy of academic preparation of T&D/HRD

specialists was also a problem identified by the study (32.7% re
ported problems; the benchmark of 20% was supported by the binomial
test) and one which a sizable proportion of respondents (41.8% of
respondents; benchmark of 30%) thought certification would help.
Two concerns voiced by certification's opponents that seem to
relate to academic programs have been that certification would (a)
prematurely solidify the field, closing down the expansion of tech
nology and thought, and (b) focus student efforts on test passing
instead of on competent performance.
The existence of problems in the academic preparation of practi
tioners was supported by the study, as was certification's probable
efficacy in abetting the problem; but potential dysfunctional, as
well as functional, outcomes should be considered.
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Assuring professional competence Is the second broad area for
which certification shows promise.

Commitment to high standards (39%

overall reported a problem; 20% benchmark) was found to be a problem
over all job categories and greatest In regard to the external con
sultant (47.3% reported overall; 30% benchmark).

Respondents also

thought certification would motivate persons In all three job cate
gories to develop themselves professionally, motivation for self
development being a problem with specialists and perhaps with exter
nal consultants, for which 30% of the companies reported problems in
although the problem didn't make the 20% benchmark under the binomial
test for population proportions.

Selecting people who know how to do

their jobs did not seem to be a problem; the problem seemed to be in
Instilling or reinforcing the desire to do well and to develop new
skills and acquire new knowledge, as needed.
The final broad area for which a program of certification seems
to hold promise is that of enhancing the field's prestige.

While the

data as a whole didn't support the notion that professionals were
leaving the field because of a lack of prestige, they did support the
fact that the lack of prestige in the organization is hindering the
effectiveness of many managers and specialists.

And when those who

reported having experienced a problem with prestige and retention
were considered separately, 76% and 90%, respectively, thought certi
fication would help them with the problem.
Ralphs and Stephan (1986) conducted a study of HRD in Fortune
500 companies that amplifies this point.

They asked the question,

"How credible (according to people in your organization) are the
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following functions?"

Respondents could select responses 1-5, with 5

being the most credible.

The results were:
5 only

Human resources

9%

4 4 5 together
44%

Operations/manufacturing

25%

73%

Finance/accounting

21%

59%

Marketing/sales

13%

45%

Engineering/R & D

18%

55%

This low comparative credibility may help to explain why HRD managers
and specialists in this study were reported to have hindered effec
tiveness through lack of prestige.
Related to this, Lafortune (1986) wrote, "We are experiencing a
. . . stripping process . . . training personnel leaving their de
partment are not replaced.
profession" (p. 2)?

What future lies ahead for the training

Lafortune went on to suggest that for training

to survive the times ahead, it needs to gain credentials— credibili
ty, relevance, and influence in the organization.
Carnevale (1986) agreed with this, writing,
To the extent the training and development function has
established its legitimacy as a cost-effective lever for
promoting efficiency and adaption, it will be used as a
tool. To the extent that it is regarded as ineffective and
costly, it will feel the working end of the budget-cutter's
axe. (p. 26)
A sizable proportion of respondents thought that certification
would improve the practitioner's prestige.

Lee (1986), in his survey

of Training readers, also found that 62.3% of those responding
thought that certification would do a lot for the professional image
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of the training and development practitioner.
In summary, then, there were three primary areas for which
certification seems to hold potential:

improving academic programs,

promoting professional competence through setting high standards and
motivating self-development, and increasing the prestige of practi
tioners in the field.

These are significant problem areas for which

respondents indicated the opinion that improvements may be possible
through the implementation of a program of certification.
In this study, 38% of the respondents thought certification
would benefit their organizations.
the field?

What about other professionals in

Opinion is vehement on both sides of the issue, but a

recent survey of Training readership (Lee, 1986) concluded, "In
short, regardless of their demographic characteristics, Training
readers appear to favor the idea of professional certification by a
margin of about 3 to 2" (pp. 57-58).
In conclusion then, the data indicated that many of the problems
suggested by certification's proponents as resolvable through the
certification of T&D/HRD professionals have been experienced by a
significant proportion of companies (as defined by the criteria
specified in Chapter III, Methodology).

A sizable proportion of

respondents held the opinion that: (a) certification would help in
resolving many of the problems studied, (b) certification would
benefit their organization, and (c) their organization would offer
incentives to T&D/HRD professionals to seek certification.

The data

further indicated that a greater proportion (54%) of those experienc
ing the problems for which certification might be offered as a
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solution view certification as a viable aid than do those who have
not experienced the problems (30%).
As a whole, support for certification, given the design parame
ters maximizing certification's potential to emerge as a solution,
was not strong.

While the minority experiencing the problems seemed

to think certification would help, those not experiencing the prob
lems, and who would also be positively and negatively affected by
certification's outcomes, do not appear to view certification as an
effective solution to the problems where they occur.
The certification of T&D/HRD professionals may or may not be a
good idea, but the research presented has suggested several problem
areas for which people in the field think certification might be an
effective aid.

Some additional considerations must be added, how

ever :
1.

Financial rewards:

If appropriate financial payoff were not

waiting, there may be a failure of professionals to seek certifica
tion at all. Respondents indicated that 15% of their companies would
give preference to certified practitioners in salary increases, 15%
in retention, and 28% in promoting, all else being equal.

This isn't

much of a promise to an individual considering whether or not to
invest time and money in seeking certification.

It does appear,

however, that the approximately 30% of respondents that feel certifi
cation might be an effective solution to the many problems indicated
and which feel certification would benefit their organization, also
feel their organization would be willing to put its money where its
mouth is by offering some incentives to encourage their T&D/HRD staff
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to seek certification, 30.9%.

While one might hope that practition

ers seek certification for the intrinsic rewards, it is perhaps more
realistic to say that if organizations wish to benefit from a certi
fication program, sufficient rewards will need to be offered to make
it worth the practitioners' while to seek certification.
2.

Safeguards: Before any certification program is imple

mented, all the potential dysfunctional outcomes should be consid
ered, and safeguards built in to the development and implementation
to maximize the benefit of certification while minimizing the risk
and unnecessary expense.
3.

Levels of certification:

Consideration should be given to

having at least two levels of certification, one at entry level and
the other for the seasoned professional.

Companies reported the

probability of giving preference to certified candidates in hiring.
The academic preparation of specialists— the group most likely to be
hired right out of school— is a problem in both adequacy and consist
ency.

So much so that some organizations do not hire specialists

directly from school at all.

Organizations, the student, and HRD

preparatory programs would benefit from having an entry level compe
tency exam which verifies that the would-be practitioner may be green
and wet behind the ears, but that he or she has demonstrated some
level of mastery in a body of knowledge and set of skills.

A second

level of certification could be offered for the professional with
several years of field experience.
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Implications for Further Research

The findings raised a number of questions that might be pursued
In future research related to the Issue of certification.
1. Other organizations:
companies.

This study was limited to Fortune 500

Further Investigation might be of value to determine the

experience and opinion of representatives of hospitals, school sys
tems, human service agencies, various levels of government, and
businesses other than the Fortune 500 group relative to the 10 common
problems for which certification has been offered as a solution.
2.

Informed selection: This study was designed to present

certification In its best light to enable It to surface as a solution
if It was able to.

A follow-up study might be conducted which

allowed respondents to evaluate both the potential positive and
negative outcomes of certification to their organizations, and then
consider a grocery list of possible solutions to the 10 common prob
lems suggested.

While certification would be included, so might

interventions such as trial employment, individual interviews, exten
sive background checks, portfolio analysis, certification of pro
grams, assessment center, and so on.

It is not known how certifica

tion would fare along side other possible interventions in the eyes
of employers.
3.

Consultant performance;

ance may need to be Investigated.

The question of consultant perform
Why did more companies report

having experienced more problems in regard to ethics, outcomes, and
commitment to high standards with external consultants than with
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managers and specialists?

A problem seems to exist, but Its nature

and severity, as well as with whom It rests, Is unclear.
reflect a problem with consultants or with employers?

Does It

Or, does it

reflect the tendency to scapegoat the outsider when something does
not turn out as intended?

With what kinds of outcomes are consul

tants not following through?

What kinds of fraudulent, illegal, and

unethical acts have occurred?

What other performance problems have

been experienced?

How often do these problems occur?

their cost to the organizations involved?
might there be to the problem?
4.

What has been

What possible solutions

Would certification help?

Differences in opinion:

Another question to be resolved is

why the great difference in perception of certification as a solution
exists between those having experienced and not having experienced
the problem exists.

What set of circumstances might have brought

those supporting or not supporting a certification solution to that
opinion?

How do the two groups compare in work and educational

background?

What do we know of their current job performance?

Com

panies not experiencing the problems may be doing something right
that others should know about— how do their hiring practices differ
from those in companies experiencing the problems?

What are they

doing to prevent the problems that some companies have experienced?
Is there a sound basis on which to determine whose view to heed?
5. Reasons to seek certification;

If monetary rewards were not

waiting at the end of the certification road, it may be that no one
would choose to follow it, no matter how worthy the end or pressing
the need.

For what reasons other than money would professionals
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elect to become certified?

Would pride In accomplishment be enough

to motivate professionals to devote the time and money to seek certi
fication?

A program without participants Is worthless and Ineffec

tual.
6.

Prestige/effectiveness;

Assumptions have been made by those

who Indicated a belief that certification would increase their pres
tige, performance, and hence, effectiveness.

What would their non-

HRD colleagues have to say about the HRD professional's prestige,
effectiveness, and problems, and about the likely affect of certifi
cation on any of this?
7.

Alternatives to certification:

The findings seemed to indi

cate that certification held the greatest promise In the areas of
enhancing prestige, improving academic programs, and in setting high
standards for motivating self-development and competent performance.
What other interventions might achieve the same ends?

Perhaps in the

form of a delphi study, a force field analysis might be conducted to
determine what forces are already moving us toward those goals and
what factors are inhibiting movement toward those goals, and how the
positive forces might be maximized without the development of an
expensive certification program.
The certification of T&D/HRD professionals is an important issue
in the field today.

It is hoped that this study has contributed to

the understanding of the issue and will lead to further research in
the area.
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Titles of Respondents and the Persons to Whom They Report

Title of respondent

SVP, Human Resources
VP
VP, OD
VP Personnel
VP, Corp. Educ., Training, &
Devel.
Director, Human Resources
Director, Mgmt., & Org. Devel.
Corp. Director T & D
Director, Personnel
Director, Mgmt. & OD
Director, OD
Corp. Director, HRD
Director, Personnel Services
Director, Employee T & D
Corp. Director, Mgmt. Devel.
Director, Personnel Development
Director, Industrial Rel. &
Training
Director, T & D
Director, HRD
Director, Corp. Educ. &
Training
Director, Staffing & Devel.
Director, Educational Devel.
Director
Director, OD
Director, T & D
Director, Mgmt. & OD
Director, Corp. Personnel Admin.
Director, T & D
Corp. Director of T & D
Director, Training
Asst. Director, Personnel
Manager, Education & Training
Corp. Mgr., Org. Analysis & Devel.
Manager, Org., Exec. Comp., &
Mgmt. Devel.
Manager, Corp. T & D
Manager, Staffing, Design, &
Prof. Devel.
Manager, Employee Development
Manager, Technical Training
Manager, T & D

Person to whom respondent reports

President and COO
Chairman of the Board
President
Chairman & CEO
SVP People and Asset Effective
ness
Division President
SVP Corporate Affairs
Exec. VP Human Resources
Corp. VP
VP Personnel
VP Human Resources
VP Staffing & Development
VP Administration
VP of Employee Relations
VP Industrial & Public Relations
VP Human Resources
VP Human Resources
VP Personnel
VP Personnel
VP HRP, Staffing, and Devel.
VP Human Resources
Staff VP
VP
VP Human Resources
VP Industrial Relations
VP Human Resources
VP Personnel
Director, Employee Relations
Corp. Director of Human Resources
General Manager
Executive VP
President & COO
SVP, Human Resource
SVP, Executive Mgmt.
VP Personnel, Corp.
VP & Director Training &
Education
Corporate VP, Personnel
VP Human Resources
Director, Human Resources
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Titles of Respondents and the Persons to Whom They Report— Continued

Title of respondent

Manager, Corp. HQ Human Resources
Corp. Mgr., Mgmt. & Org. Devel.
Corp. T & D Manager
Corp. Manager, HRD
Manager of Mfg. Education
Manager, Mgmt. & OD
Group Manager, Training
Supervisor, Training Projects
Manager, Training & Education
Gen. Mgr., Training & Personnel
Training Prof. Devel. Mgr.
Corporate Training Manager
Training Manager
Manager, Planning & Devel.
Manager, Mkting, Tr. & Auto Serv.
Supt. Maint. Planning & Services
Technical Tr. & Services Mgr.
Employee Devel. Associate
HRD Consultant
Not Reported— 1

Person to whom respondent reports

Director, HR Planning & Develop
ment
Director, MD & OD
Corp. Director, Mgmt. Devel.
Corp. Director, Human Resources
Dir. of Education & Training
Director, Human Resources
Director, OD
Dir., Tr. & Personnel Planning
Director, Personnel
Director
Director of Corporate Training
Employee Relations Director
Director, HRM
Manager, T & D
Gen. Mgr. Mkting. Admin
Manager of Maintenance
Employee Relations Manager
Manager, Org. Effectiveness
HRD Manager
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QUESTIONNAIRE CONCERNING PROBLEMS
IN THE SELECTION, UTILIZATION, AND EVALUATION OF
TRAINING AND DEVELOPMENT EMPLOYEES AND CONSULTANTS

KEY TERMS DEFINED
The key terms used in this study may mean different things to
different people. Please take a moment before beginning to become
familiar with the definitions of key term s as they are used in this
CERTIFICATION. The process by which an organization or
an independent external agency recognizes individual
practitioners for possessing specified skills as a prescribed level of
knowledge and/or performance.
MANAGER O F TRAINING AND DEVELOPM ENT.
Person responsible for planning, organizing, staffing, controlling
T & D operations or projects and of linking T & D operations with
other organizational units. May supervise one or more T & D
Specialists.
T RA ININ G AND D EVELO PM EN T S P E C IA L IS T .
Person who performs T & D tasks and activities, such as needs
assessment, instructional design, training, and evaluation of
training.

EXTERNAL TRAINING & D EVELO PM ENT CON
SULTANT. A helper hired, because of T & D expertise, who has
minimal or no organizational/political relationship with the client
system; includes vendors of training programs.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

PART ONE: COMMON PROBLEMS
DIRECTIONS:

Below are ten (10) common problems proported to be experienced by
companies attempting to find, utilize and evaluate persons to fill the positions of training
manager, training specialist, or training consultant. Head the problem, and if your company
has experienced the problem one or more times within the last two years, circle Yes (Y)
under the appropriate heading, and if not, circle Mo (N).

Training & Development
4. We have found T & D (HRD) practitioners
who were unable to apply needs assessment
techniques.

Managers
Y (N)

COMMON PROBLEMS:

Specialists
~ Y (N) ~ ( y )

N

Training and Deve opment
Employee
External
Managers

Specialists Constultant

1. We have had difficulty determining whether potential T & D em
ployees/consultants have the knowledge, skills, and attitudes needed
to perform the duties of the position we wanted them to fill, and have,
therefore, spent a lot of time and money enabling them to do their jobs.
2. We have found that new T & D practitioners who were hired direct
ly out of school primarily because of their academic preparation in
T St D (HRD) were not adequately prepared to perform the duties of
the position for which they were hired.

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

3. We have found that having a degree in T & D (HRD) reveals little
about the nature and scope of a candidate's preparation.

Y

N

Y

N

Y

N

4. We have hired/contracted a training practitioner who did not
deliver as promised.

Y

N

Y

N

Y

N

5. We have hired/contracted a training practitioner who participated
in fraudulent, illegal, and/or unethical acts.
6. We have experienced damage to our organization by trying to re
move an incompetent training practitioner whom we had hired/
contracted.
7. We have found training practitioners thnt do not commit them
selves to high standards of performance.

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

8. We have found that training practitioners need external pressure/
encouragement to develop the competencies they need to perform at
orofessionallv successful levels.
9. We have found that the effectiveness of training practitioners has
been hindered by the field's lack of prestige.

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

10. We have found that talented, experienced practitioners are leav
ing the training field because of lack of recognition and prestige.

Y

N

Y

N

Y

N
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PART TWO: CERTIFICATION AS A SOLUTION TO THE COMMON PROBLEMS
DIRECTIONS:

Below are again listed the ten (10) common problems proported to be ex
perienced by companies attempting to find, utilize and evaluate persons filling the positions
of training manager, training specialist and training consultant. Regardless of your ex
periences with the problem, as indicated in Part One, read each problem and consider the
question: Would the availability of a pool of certified T & D / HRD professionals represent an
effective solution to the problem? Respond by circling the appropriate answer, Y ' if yes,

COMMON PROBLEMS:

A pool of certified T & D (HRD) pro
fessionals would be an effective solu-

Trainine & Deve
Employee

opm ont
^External

Managers Specialist;
1. Eliminating the need to spend a lot of time and money for the purpose

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

Y

N

' Y

N

Y

N

Y

N'

Y

N

Y

N

Y

X

Y

N

tants who lack some of the knowledge, skills and attitudes needed to per
form the duties of the roles that need to be filled.
titioners hired directly out of school because of their academic pre
paration in T & D (HRD), to perform the duties of the roles of which they
were hired.
3. Determining the nature and scope of a candidate's preparation by
virtue of his/her having a degree in T & D (HRD).

potent training practitioner.
7. Hiring or contracting with training practitioners that do not commit
themselves to high standards of performance.
S. Encouraging T & D practitioners to develop the competencies needed
to perform at professionally successful levels by applying external
pressure.
9. Increasing the field's prestige, thus increasing the T & D practi
tioners effectiveness.
10. Increasing the level of recognition and prestige of professionals in
the field, thus reducing the exiting of talented and experienced profess
ionals from the field.

PART THREE: GENERAL QUESTIONS CONCERNING CERTIFICATION
1. A certification program for T & D professionals would benefit our organization.

y

kj
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PART FOUR: DEMOGRAPHIC DATA
1.

Title of Present Position___________________

2. Title of Person to Whom You Report__
3. Years in Present Location
_ _ _ _ _ less than 2 years
____________2 - 5 years
___________ more than 5 years

8. Professional Memberships:

4. Years in T & D with present company
——
—
less than 2 years
____________ 2 - 5 years
more than 5 years
5. Total Years in T & D
____________ 5 years or less
6 -10 years
_ _ _ _ _ _ 11 ■15 years
_ _ _ _ _ _ _ _ 16 or more years
Male

6.3ex:

Female

. T & D (HRD) Managers
_ _ _ _ _ T & D Specialists
_ _ _ External T & D Consultants
10. Number currently employed or under contract:
______ T & D (HRD) Managers
T & D Specialists
______ External T & D Consultants

- Part of Management Development Rotation
_ Recruited from Colleges and Universities
—Internal Job Posting
_ Advertising in Newspapers
_ Advertising in Professional Journals/Newsletters
_ Other_______________________________________

_
_
_
-

Professional Directories
Networking
Private Placement Agencies
Public Placement Agencies
Applicant Files

Please Print Your Name and Address if you would like to receive a copy of the study's findings:

First Name

Street Address

Initial

Lest Name

Title

City

Company

State

Zip Code

Identification Number _ _ _ _ _ _ _
(For administrative purposes only; allows selective follow-up on non-respondents.
Will be removed as soon as questionnaire's return has been noted.)
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Western Michigan University
Kalamazoo, Michigan 49008-3899

September 8 , 1986

College of Education
Department of
(6161383-1997'

Dear Colleague:
The major pro fessio na l a s s o c iatio ns in tr a in in g and development (T 4 D)
are con side rin g the implem entation o f a c e r t if ic a t io n program fo r T & D
p ro fe s s io n a ls . Determining the need fo r such a program is an important is s u e .
Proponents o f c e r t if ic a t io n have suggested th a t companies experience a
v a r ie ty o f problems in the s e le c tio n , u t il i z a t i o n , and eva lua tion o f T 4 D
employees and c o n s u lta n ts . C e r tific a t io n has been suggested as a p o te n tia l
s o lu tio n to those problems. That i s , were a c e r t if ic a t io n program implemented
and a pool o f c e r t if ie d p ro fe s s io n a ls a v a ila b le , employers would have another
measure by which to evaluate a p p lic a n ts and c on s ulta nts . No system atic e f f o r t
has been made, however, to
ask employers (1) whether or not th e suggested
problems t r u ly e x is t, and (2) I f they do e x is t, whether the c e r t if ic a t io n o f T
4 D pro fe s s io n a ls would he lp. The enclosed qu e s tio n n a ire is intended to gather
th a t info rm a tion (da ta) needed to answer those questions.
This study was prepared in c o n s u lta tio n w ith leaders in th e tr a in in g f i e l d
rep re sen ting .both th e American So ciety o f T ra in in g and Development (ASTD) and
the N ational S ociety fo r Performance and In s tru c tio n (NSPI). The r e s u lts w i ll
be provided to the ASTD, NSPI, and to the In te rn a tio n a l Board o f Standards fo r
T ra in in g , Performance, and In s tr u c tio n to aid them in de cision making. The
p u b lic a tio n o f the r e s u lts w i ll fo llo w .
Would you please ta ke a few moments to c a r e fu lly and th o u g h tfu lly complete
th e enclosed qu estionnaire? You were chosen from among others in your
o rg a n iza tio n to rece ive th e q u e s tio nn aire because o f your re p u ta tio n and the
s p e c ific p o s itio n 'y o u h o ld , so I would ask th a t you please do not delegate the
task to another person. The completed qu estio nn aire should be returned in the
stamped envelope provided on or before September 22, 1986. In d iv id u a l
c o n fid e n t ia lity w i ll be m aintained.
Thank you fo r your tim e ; h e lp, and c ooperation. I f you
copy o f th e re s u lts o f th e stu dy, please p r in t your name and
space provided on th e q u e s tio n n a ire .
Si nrpro!v

,Sinrorolv

Kenneth E. D ickie
P rofessor

Susan Atchison-Oay

wish to
address

rece ive a
1n the
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Western Michigan University
Kalamazoo, Michigan 49008-3899

September 29, 1986

College of Education
Department of
Educational Leadership
(616)383-1997

Dear Colleague:
The major p ro fessio na l a s s o c iatio ns in tr a in in g and development (T & D)
are considering the implem entation o f a c e r t if ic a t io n program fo r T & D
p ro fe ssio n a ls . Determining the need fo r such a program is an im portant is s u e .
Proponents o f c e r t i f i c a t i o n have suggested th a t companies experience a
v a r ie ty o f problems in th e s e le c tio n , u t il i z a t i o n , and e v a lu a tio n o f T & D
employees and c o n s u lta n ts . C e r tific a t io n has been suggested as a p o te n tia l
so lu tio n to those problems. That is , were a c e r t if ic a t io n program implemented
and a pool o f c e r t if ie d p ro fe s s io n a ls a v a ila b le , employers would have another
measure by which to evaluate a p p lic a n ts and c o n s u lta n ts . No system atic e f f o r t
has been made, however, to ask employers (1) whether or not the suggested
problems t r u ly e x is t, and (2) i f th ey do e x is t, whether the c e r t if ic a t io n o f T
& D pro fes s io na ls would he lp. The enclosed qu e s tio n n a ire is intended to gather
th a t info rm a tion (da ta) needed to answer those questions.
This study was prepared in c o n s u lta tio n w ith leaders in the tr a in in g f i e l d
rep re sen ting both the American S o ciety o f T ra in in g and Development (ASTD) and
the N ational Society fo r Performance and In s tr u c tio n (NSPI). The r e s u lts w i ll
be provided to th e ASTD, NSPI, and to the In te rn a tio n a l Board o f Standards fo r
T ra in in g , Performance, and In s tr u c tio n to aid them in de cis io n making. The
p u b lic a tio n o f the r e s u lts w i ll fo llo w .
Would you please ta ke a few moments to c a r e fu lly and th o u g h tfu lly complete
th e enclosed qu e s tio n n a ire ! You were chosen from among othe rs in your
o rg a n iza tio n to receive th e q u es tio nn aire because o f your re p u ta tio n and the
s p e c ific p o s itio n you. h o ld , so I would ask th a t you please do not delegate the
ta sk to another person. The completed q u e s tio nn aire should be returned in the
stamped envelope provided on or before October 13, 1986. In d iv id u a l
c o n fid e n t ia lity w i ll be m aintained.
Thank you fo r your tim e , h e lp , and c ooperation. I f you wish to rece ive a
copy o f th e re s u lts o f the stu dy, please p r in t your name and address in th e
space provided on the q u e s tio n n a ire .
S in ce re ly ,

S in c e re ly ,

Kenneth E. D ickie
Professor

Susan Atchison-Day
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Western Michigan University
Kalamazoo, Michigan 49008-3899

October 29, 1986

College of Education
Department of
Educational Leadership
(616)383-1997

Dear Colleague:
The major professional associations in training and development (T & D)
are considering the implementation of a certification program for T & D professionals.
Determining the need for such a program is an important issue.
Proponents of certification have suggested that companies experience a variety
of problems in the selection, utilization, and evaluation of T & D employees and
consultants. Certification has been suggested as a potential solution to those
problems. That is, were a certification program implemented and a pool of certified
professionals available, employers would have another measure by which to evaluate
applicants and consultants. No systematic effort has been made, however, to ask
employers (1) whether or not the suggested problems truly exist, and (2) if they
do exist, whether the certification of T & D professionals would help. The enclosed
questionnaire is intended to gather that information (data) needed to answer those
questions.
This study was prepared in consultation with leaders in the training field
representing both the American Society of Training and Development (ASTD) and the
National Society for Performance and instruction (NSPI). The results will be
provided to the ASTD, NSPI, and to the International Board of Standards for
Training, Performance, and Instruction to aid them in decision making. The publica
tion of the results will follow.
Would you please take a few moments to carefully and thoughtfully complete the
enclosed questionnaire? You were chosen from among others in your organization to
receive the questionnaire because of your reputation and the specific position you
hold, so I would ask that you please do not delegate the task to another person.
The completed questionnaire should be returned in the stamped envelope provided on
or before November 6, 1986. Individual confidentiality will be maintained.
Thank you for your time, help, and cooperation. If you wish to receive a copy
of the resul'ts of the study, please print your name and address in the space
provided on the questionnaire.
Sincerely,

^

Kenneth E. Dickie
Professor

Susan Atchison-Day
Doctoral Candidate
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List of Organizations Participating in the Study

166

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

List of Organizations Participating in the Study

Abbott Laboratories
Allied Chemical
Amoco Corp.
Amsted Industries
Ashland Petroleum Co.

Loral Electronic Systems
Lukens Steel
Martin Marietta Corp.
McGraw-Hill, Inc.
Mead

Avon Products
B. F. Goodrich Tire Co.
Boeing
C. R. Bard
Cabot

Motorola, Inc.
Nalco Chemical
National Service Industries
Northrop Corp.
Paccar

Caterpillar Tractor
Ceco Corp.
Central Soya
Cincinnati Hilacron
Collins & Aikman Corp.

Parker Hannifin Corp.
Pennwalt
Pfizer, Inc.
RJR Nabisco, Inc.
R. R. Donnelley & Sons, Co.

Cooper Tire & Rubber Co.
Corning GlassWorks
Dow Corning Corp.
EG & G Inc•
Flowers Industries, Inc.

Raytheon
Reynolds Metals, Co.
Shell Oil Co.
Signal Companies
Springs Industries, Inc.

FMC Corp.
Fort Howard Paper Co.
Foxboro
Fruehauf, Corp.
General Electric

Square D Co.
Staffer Chemical/Chesebrough Pond
Tandem Computers
Texas Instruments, Inc.
Timken

Georgia-Pacific
Gerber Products
Harsco
Kellogg Co.
Levi Strauss & Co.

U.S. Gypsum
United Merchants & Mnfrs.
Unocal
Whirlpool
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